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ABSTRACT 

This handbook provides personnel policy guidance in 
several areas for administrators of Catholic schools. Chapter 1, 
"Policies and Practices of Governance and Accountability," by M. 
Lourdes Sheehan, considers governance nnder the four typical 
organizational structures of Catholic schools — parish, interparish, 
diocesan, and private — and notes that within each structural type 
individual schools have their own unique characters and exercise 
considerable autonomy. Chapter 2, "Personnel Selection," by Medard 
Shea, discusses the characteristics of teachers in Catholic schools 
and several factors affecting their employment. Chapter 3, "Just 
Salaries and Benefits," by John J, Augenstein and jiary O'Leary, 
examines employee salaries, reviewina appropriate processes for 
setting salaries and suitable elements to be covered in the salary 
and benefits package. Appendixes to chapter 3 provide sample salary 
indexes, materials used in merit pay plans, policy on stipends for 
members of religions communities, leave policies, and a questionnaire 
used in salary research. Chapter 4, "New Wine in New Wineskins: 
Challenge to Administrators," by Muriel Young, discusses employment 
policies covering orientation of personnel, competency standards, 
evaluaiton, maintenance of records, stipends for services, and 
transferability of experience and benefits. Chapter 5, "Justice in 
Teacher Termination," by Mary Ann Corr, focuses on acceptable 
procedures for teacher dismissal, noting the need for due process, 
appropriate evaluation, and consideration of tenure. Chapter 6, "Tn 
-Tustice, the Times Demand Development," by Robert Yeager, defines the 
concept of institutional development and considers the role of the 
development officer and the icope of the development office's 
responsibilities, including public relations and recruitment. Chapter 
7, "Comprehensive Diocesan Personnel Policies," by Loir King Draina, 
concludes the book with a practical review of comprehensive personnel 
^ policies, their development, their elements, and their advantages, A 

cDiphecklist is provided for analyzing policies to determine whether 

jjA^:hey are suitable. (PGD) 
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FOREWORD 



This book is sponsored by the Supervision, Personnel and Cur- 
riculum section of the Schools Division of the Department of Chief 
Administrators of Catholic Education. It is an outgrowth of discus- 
sions held at the annual SPC advisory committee meeting in January, 
1984. At that time Katherine Egan, CSJ was chairwoman of the 
committee. 

The project grew out of the knowledge that Catholic schools must 
continually evaluate their personnel practices to insure equitable 
treatment of all personnel. At a time of renewed efforts in the areas 
of justice and peace within the church, personnel issues can take 
on ever greater importance. This book should be helpful to diocesan 
and school administrators in their continuing efforts to proclaim the 
gospel through the Catholic school. The broad experience? of the 
authors and their important insights into personnel issues offer con- 
crete ways to help. 

Special thanks are due to Mary V. Barnes for her help in prepar- 
ing the various stages of the manuscript. 

Rev. J. Stephen O'Brien 
Department of Chief Administrators 
NCEA 
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CHAPTER I 

POLICIES AND PRACTICES 
OF GOVERNANCE 
AND ACCOUNTABILITY 

by 

M. Lourdes Sheehan, R.SM, Ed.D. 



Sister Lourdes is the Executive Director of the National Association 
of Boards of Education atNCEA. A former teacher, principal superinten- 
dent and provincial superior, she has spoken extensively on questions of 
church governance. 

People are always searching for a perfect model which would set- 
tle the matter of the governance of Catholic schools. This chapter 
will not settle that question. The fact is there is no one set of policies, 
much less practices, that operates in all Catholic schools. In spite 
of its image as a hierarchical organization with universally enforced 
norms, the church's policies and practices of governance and accoun- 
tability are neither uniformly defined nor universally practiced in 
Catholic schools. 

Whrt really happens in schools depends on personalities, policies, 
and politics at the local level. Given a high degree of autonomy and 
significant differences in governance models among the various types 
of schools, it follows t 1 at no single set of policies and practices is 
possible or desirable. Within this context, this chapter will address 
the topic of governance under the four typical organizational struc 
tures for Catholic schools: parish, interparish, diocesan, and private. 

A parish school is defined as an institution (elementary or secon- 
dary) which is associated with only one parish from which it receives 
some subsidy. Those schools are designated interparish which are 
supported by more than one parish. Usually the subsidy flows direct- 
ly from the parishes to the school. A diocesan school is one which 
is not identified with any one parish or group of parishes; ordinarily 
the subsidy goes directly from the diocese to the school. Traditionally, 
private schools are those which are owned, operated, and sponsored 
by a religious congregation which receives no parish or diocesan 
subsidy. 
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PARISH SCHOOLS 

Approximately 75 percent of the Catholic elementary and secon- 
dary schools in the United States are operated as single-parish 
schools. 1 Ultimately, each is the responsibility of the pastor oi the 
parish and is subject to the same church laws that govern parishes. 
These state that the pastor has the exclusive right to act on behalf 
of the parish in all juridic affairs, is responsible for the administra- 
tion of all parish goods, and within the limits of the law has the 
ultimate authority in the parish and therefore in the parish school. 
The pastor must have a finance council which functions in accor- 
dance with diocesan norms and, if the bisnop requires it ( a pastoral 
council. 2 The Code of Canon Law does not mention education boards 
or commissions; however, one should presume that where they ex- 
ist the collegial body must be constituted in a manner which is con- 
sistent with existing canons, diocesan legislation, and other collegial 
bodies. 

In practice, it is the school principal who functions as the ad- 
ministrator of the school and tlie member of the parish staff who 
works with the school board/committee and/or other parent groups. 
There is obvious accountability to the parbh administrator, the 
pastor. A good working relationship between pastor and principal, 
including mutual respect and trust, is key to the effective operation 
of the school and ultimately the parish. 

When the majority of principals were appointed by the religious 
congregation, hiring was not the issue it is today. The question of 
who hires is basic to the understanding of accountability. The parish 
is obligated to follow diocesan policy in this and all other education 
matters. However, because of differing practices and the emerging 
role of boards it is necessary to consider hiring practices as well as 
roles and relationships among parish leaders. 

Recognizing that the pastor has the final word and is as a matter 
of fact the "employer" of the principal, Father John Gilbert believes 
that the pastor should make it an absolute practice that no one is 
hired without the involvement and consent of both the board with 
whom the principal works and the staff. 3 There are many ways to 
insure this involvement. The most common is to establish a search/in- 
terview committee. Membership includes those individuals and 
groups whose relationship with the principal affects the running of 
the school. 

While the pastor should be in close communication with this com- 
mittee, it does not seem essential that he attend each and every 
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meeting. It would be unfortunate if he were never involved and just 
received the final recommendations from the committee without the 
benefit of prior discussion. Somewhere between no involvement and 
running the committee there is a middle ground which will insure 
agreement on the job description and on the specific needs of the 
parish and school. 

Standard personnel practice recognizes that the person who hires 
is the one ultimately responsible for evaluation and continuation of 
the contract. Regular discussions and a commitment to keep one 
another informed will provide a good basis for the more for r nal an- 
nual evaluation carried out at least every three years. This process 
should involve those other groups with which the principal relates. 
Most dioceses have well established processes and procedures for 
evaluation and offer the services of the education staff to assist both 
the principal and pastor. In those instances where a dispute arises 
over contracts, both parties have the opportunity to appeal to the 
diocesan arbitration and conciliation process. 

how the other collegial bodies in the diocese are constituted will 
determine to a large extent the relationship between the principal 
and the school board. If the board has the understanding that it is 
1 'policy -making" and has actually hired the principal, then in a very 
real sense the principal is the "employee" of the board. The more 
common practice is where the board is constituted as consultative 
or advisory. There the question of relationship needs clarification, 
but the issue of authority need not cloud the discussion. What is 
crucial is that the diocese state clearly its understanding of the role 
of collegia* group, as expressed in the canons and the documents 
of Vatican II. 

In a very real sense, the principal is accountable to the parents 
who have entrusted their children to the faculty and scafi of the 
school. While this relationship cannot strictly be put under the 
category of governance, it is very real and demands that the prin- 
cipal possess a commitment to availability and communication with 
all parerts. If good conxnon sense is not sufficient to bring people 
to this conclusion, perhaps the findings of the Effective Catholic 
Schools* study are. One of the most significant conclusions of this 
research is that one of the main characteristics of an effective school 
is that faculty, parents, and students share a common vision and co* A - 
mitment to the mission of the school. There is n^ way in which this 
goal can be achieved without time and effort being spent on 
communications. 

The individual principal may have limited contact with either the 
federal, state, or local education agency, but has the responsibility 
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to know those statutes and regulations which affect non- 
governmental schools. The services of the Department of Education 
of *^e United States Catholic Conference are readily available to assist 
e r nmental matters. Regular updated communications are sent 
to diocesan offices regarding pending federal legislation. 

Most dioceses promulgate education policies which affect parish 
schools directly. Technically there is a distinction between legislative 
statements which have the force of policy and those guidelines 
designated as administrative. In practice they are implemented at 
the parish level with the same commitment. 

Depending on the size and organizational structure of the diocese, 
the superintendent of schools reports directly to the bishop or func- 
tions a* part of an office of education and is directly accountable 
to the secretary or vicar for education. The impact that the diocesan 
arrangement has on the parish school is usually not significant. The 
principal needs to know such practical matters as where the respon- 
sibility for religious education rests both Zi the diocesan level and 
in the parish. Given that the principal is the administrator of the total 
school program, it seems advisable for that person to have the respon- 
sibility for the religious education as well. This allocation of respon- 
sibility does not in any way minimize the need for the principal and 
the parish director of religious education to work together as 
members of tne parish staff for the good of all. This same principle 
applies at the diocesan lev<*l where the superintendent of schools 
should have the administrative control cf the entire curriculum in 
the diocese. As the chief catechist the bishop has final authority for 
the religious education in his diocese; the clarification of accoun- 
tability in this matter is especially helpful to insure the effective func- 
tioning of the school. 



Constituting 3tf.5 percent of Catholic secondary schools, schools 
operated by religious congregations are the largest percentage of 
Catholic secondary schools. At the elementary level private schools 
are the smallest group at 5 percent. 5 Traditionally, private schools 
have enjoyed the clearest lines of authority and accountability. The 
m^jor superior and council of the religious community ha\e the 
authority for the administration of the congregation and its works. 
They ordinarily appoint the principal of the schoo) who is also a 
member of the congregation and in practice enjoys almost total 
autonomy in the daily administration of the institution. 

The authority of the bishop in the areas of religious education and 
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the Catholicity of the school is recognized, but for all practical pur- 
poses never exercised. Relations with the diocesan school office are 
usually cordial but distant, probably because there is no involvement 
in either finances or personnel. While the lines of authonty remain 
clear as far as ownership and sponsorship of private Catholic schools 
are concerned, there seems to be a changing climate regarding the 
schools' operations. 

As more religious congregations establish boards with non- 
congregational members, the issues of governance and management 
need clarification. More often than not, the key point of discussion 
is the hiring of the principal and therefore the relation of that per- 
son to the religious congregation and to the board. When the ad- 
ministrator is a member of the congregation that issue is not as com- 
plicated as it is when a lay person assumes that position. There are 
many models which seem to be working; what is essential is that 
there be a clear understanding between the congregational leader- 
ship and the board of directors of the school. 

Finances are always an area of concern. Most statements of rela- 
tions with boards of directors give the responsibility for the opera- 
tions of the school to the local board with the understanding that 
the operating budget will be a balanced one. An unresolved issue 
for most congregations and their schools is the question of respon- 
sibility for capital improvements and repairs. One approach may be 
for the congregation to recognize its role as "landlord" and function 
in '.his way in regard to major repairs and renova ions. This model 
assumes that the board of directors will function ; s a "tenant" and 
may allocate a percentage of th^ operating budget as either rent or 
contingency for upkeep. 

The person who most needs clarity in the question of roles and 
relationships is the principal. It does not seem wise to rely on either 
membership or chance to insure that the school will be administered 
in accordance with clear policies and guidelines. The question of the 
principal's accountability in the private school is different in those 
instances wher there is another person designated as the president 
of the school. Wnere both of the individuals are members of the same 
congregation, they probaHy enjoy the same understanding as to the 
traditional role definition , in this arrangement. Where a member 
of the congregation serves as president and a lay person functions 
as principal, much time and energy should be given to clarifying 
responsibilities. Perhaps there are some analogies between this model 
and the functioning relationship between the pastor and principal 
at the parish school. 
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DIOCESAN SCHOOLS 



Diocesan schools comprise 35.5 percent of the secondary and 4.2 
percent of the elementary Catho.'ic schools in this country.* Organiza- 
tionally, the diocesan school is directly accountable to the diocese; 
practically, this usually means that the responsibility is to the bishop 
through the superintendent of schools and some type of board struc- 
ture. Since the practice of designating elementary schools as diocesan 
seems to be relatively new, there is no traditional pattern to cite. 
However, at the secondary level the past practice in many dioceses 
was to have a diocesan priest serve as the principal of the school. 
In those instances where a woman religious was appointed principal, 
the usual practice was for the bishop to appoint a priest as director, 
coordinator, or school pastor. The intent of that practice was to pro- 
vide clear lines of canonical authority. In many dioceses, this is no 
longer the practice with the result that i>e issue of authority is not 
as clear. In some instances, boards hav* bee^ constituted as, or have 
assumed the position ot being, jurisGictional or pv nuking. In 
other schools, the principal functions almost autonomously. Neither 
of these extremes is desirable. If diocesan schools are to remain tied 
to the diocese canonically, there has to be clear lines of accountability 
and responsibility. Before attempting to determine these lines, it is 
important for the diocese to state how it wants to relate to tLese 
schools. For instance if the bishop through he school office wishes 
to establish or maintain a close tie in with the principal of each school 
and the size of the diocese permits it, the superintendent of schools 
could be designated as that per-on to whom the principal is directly 
responsible. In this instance the principal would be hired by the 
superintendent in much the same way that the pastor hires the prin- 
cipal of the parish school. 

The same guideline^ and norms governing roles and relationships 
would apply. On the other hand, in complex situations, the diocesan 
school couid be erected as a juridic person in its own right. In those 
cases the principal would become the canonical administrator of the 
school and accountable to the bishop for the administration of the 
goods and services of the school The advantage of this model is that 
the school functions as a separate juridic person with specific rights 
and responsibilities as given in the Code of Canon Law. 

Regardless of which model the diocese uses, the ro } » of the school 
board remains an issue. Recognizing that boards are currently func- 
tioning with differing understandings and differing degrees of 
"authority," the challenge of sharing responsibility for the opera- 
tions of the diocesan school remains. Whether school boards have 
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been operating for a number of years, are relatively new, or are non 
existent, diocesan officials need to ask themselves as well as the peo- 
ple in the field: Why should we have school boards? What can they 
do that is not or cannot be done by the professional educators? 
Without clarity about the c ,e basic questions, no organizational model 
will make sense in the long run. After the initial enthusiasm wears 
off, the group itself will spend time irking to answer these very same 
questions. Although it may be appropriate for each group to define 
itself in terms of specific long-range goals, it is not the responsibili- 
ty of each board to determine its authority and/or how it will relate 
to the diocese. 

Perhaps the most commonly asked question regarding the constitu- 
tion of boards is: Are they policymaking? What is meant by this term 
varies. For some dioceses, the practice is for the boards to meet, make 
decisions, a^d have them either ratified or vetoed by someone in 
authority. Because the practice of veto is rarely used, the boards ap- 
pear to have the final authority. As long as all is going well, nc one 
has proolems. However, when there is disagreement about direc- 
tion, personnel, and finances, then the issue of authority arises with 
resulting hostility and annimosity. For an institution which has the 
building of community as one of its prine purposes to allow this 
kind of situation to develop or continue *s, at best, inappropriate. 
Unless the bishop is willing to allow the school to function as a 
separate incorporation with a board of trustees which has jurisdic- 
tion over the operation of the school (with the understanding that 
the bishop retains authority over the religious education and 
catholicity), then the diocese must clarify the issue of who in fact 
has authority in what areas in diocesan schools. A case could be made 
for a number of approaches. However, it does not seem realistic to 
x*. ^ot to constitute a school board for a diocesan school in a man- 
ner wnich does not recognize the already defined and operative 
authority structure of the Church. Boards can be organized in a man- 
ner which recognize that fact and give parents ana other concerned 
parties a responsible voice in the operation of Catholic schools. 

INTERPARISh SCHOOLS 

Because the trend toward the formation of an increasing number 
of interparish/regional/consolidated schools is growing, the gover- 
nance and accountability practices regarding these schools need par- 
ticular attention. At the present time, they constitute 17.8 percent 
of the Catholic schools; 6.4 percent are elementary and 11.4 percent 
are secondary. 7 Whatever challenges face the Catholic educational 
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community regarding parish, diocesan, and private schools, they pale 
in comparision to the problems of interparish schools. 

Even if in piact* . the governance issues of other schools lack clari- 
ty, at least it is clear who has the authority. How that individual 
chooses to exercise the authority is not the issue here. In a parish 
school, the principal is accountable to the pastor; in a private school, 
to the major superior ind council of the religious congregation 
through whatever structure they have eetablished; in a diocesan 
school to the bishop usually through the superintendent of schools. 
Given the organization of those schools which are designated as in- 
terparish, a major problem occurs when there is no one who has 
the canonical authority for the school. Some of these schools attempt 
to function with the pastors of the contributing parishes assuming 
this position. Ordinarily this approach is workable as long as the in- 
dividuals who were involved in the onfe 1 reorganization remain. 
Because this arrangement is largely dependent on personalities rather 
than sound organizational principles, it does not provide a firm foun- 
dation for the future. 

The vacuum created when the locus of authority is absent is fre- 
quently filled by a strong principal who more often than not operates 
in an independent and often quite successful manner. In the absence 
of such a leader, the board which finds itself in the position of hav- 
ing to function in a manner which can blui the distinctions between 
policy and administration and often creates problems regarding 
responsibilities for policies. In thli situation the person who has to 
deal with the everyday realities of this situation is the principal. 

Often it is not clear to whom the principal is formally accountable 
and as a result, she or he ends up answering to many different in- 
dividuals and groups as if they had formal authority. Even if v - in- 
dividual principal with special fortitude could sustain this ambivalent 
situation, the lack of clarity serves as a deterrent to the future of 
the school. For instance, in many of these schools, responsibility for 
the property which is used by the school is not clearly defined. Pro- 
bably the site is one which formerly functioned as a parish school 
and technically is still "owned" by that parish. Now that the respon- 
sibility tor the school is shared with other parishes, who assumes 
this role? Often the interparish school board finds itself functioning 
as if it wer ^he group icsponsible or the founding parish finds itself 
maintaining the buildings without a systematic means of sharing this 
burden with the other contributing parishes. 

While more and more dioceses are developing guidelinrs in this 
regard, there seems to be a pressing need to clarify the status of t^ese 
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schools. This governance issue is current because the number of 
these schools is increasing. More and more dioceses are working with 
parishes toward merjers and consolidations necessitated by popula- 
tion shifts. If the ' new" schools are supported by more than one 
parish, they are indeed regional schools. It is important to discover 
some method of organizing this type of school so that the relation- 
ship with the institutional church is clear. If a school is going to call 
itself Catholic, the bishop has responsibility to insure his relation- 
ship with and commitment to the future strength of the school. One 
model already functioning in practice if not by policy is that of the 
school's being erected as a juridic person. 

There are interparish schools with boards which have begun to 
assume a role similar to that of the juridic person. Many have assum- 
ed debts in the name of the interparish school or board; others have 
sued or been sued in a court of law. Often the school's relationships 
are not formalized and in some instances the school seems to have 
all of the responsibilities and none of the rights of a juridic person 
in church Jaw. 

At the beginning of this chapter, it was suggested that what really 
happens in the governance and accountability of Catholic schools 
is largely dependent on the personalities, politics, and policies pre- 
sent at the local level. This is the real situation. However, this com- 
ment need not be construed in a negative manner. There is a tremen- 
dous amount of goodwill, leadership, and conviction regarding the 
value and potential of Catholic schools today. Those in leadership 
positions have the obligation to address the issues involved in gover- 
nance and accountability in some systematic manner. Principals of 
Catholic schools and board members are competent, dedicated in- 
dividuals who share a vision of what Catholic schools are for the 
church and society. They alone cannot resolve these issues. The real 
tragedy will occur if people of goodwill who share responsibility for 
the post- Vatican JI church allow local politics to prevent their ad- 
dressing these issues. Years ago, a wise statesman reminded us that 
often evil prevails when good people do nothing. This statement 
should not be true of Catholic educational leaders today. 
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SUMMARY 

1. Catholic schools are usually organized under four structures: 
parish, interparish, diocesan, and private. The policies and prac- 
tices of governance and accountability in them are varied and uni- 
que to local circumstances. 

2. Parish schools, at least in theory, have clear lines of authority. 
The key to successful administration is for the principal to deter- 
mine how to work with the pastor, the canonical authority of the 
parish and the parish council, as well as with the numerous school 
communities to which the principal owes accountability. A key 
issue in these relations is who hires the principal. 

3. While the lines of authority remain chac as far as ownership and 
sponsorship of private Catholic schools are concerned, there seems 
to be a changing climate regarding the schools' operations. 
Religious congregations need to be clear in establishing expecta- 
tions ard relationships with the school's board of 
directors/trustees. 

4. A diocese needs to determine its relationship with those schools 
designated as diocesan. Regardless of the organizational model in 
place, the role of the school board remains an issue. Recognizing 
that boards are currently functioning with differing understan- 
dings and degrees of "authority," the challenge of sharing respon- 
sibility for the operations of the diocesan school remains. 

5. Given the organization of those schools which are designated as 
interparish, a major problem occurs when there is no one who 
has the canonical authority for the school. Because the number 
of interparish schools is increasing, this governance issue is critical 
ind some means of organizing this type of school so that the rela- 
tionship with the institutional church is clear must be determined. 

6 Catholic school personnel, especially those in leadership positions, 
must address the current issues involved in governance and ac- 
countability in some systematic manner. 

FOOTNOTES 

1. United States Catholic Elementary and Secondary Schools, 1984-1985 
(Washington, D.C.: National Catholic Educational Association, 1985), 
p. 10. ' 

2. The Code of Canon Law (Grand Rapids, Michigan: Wm. B. Eerd- 
mans Publishing Company, 1983), Book V, Title II. 

3. Rev. John A. Gilbert, Pastor As Shepherd of the School Communi- 
ty (Washington, D.C: National Catholic Educational Association, 

O 10 

ERIC 17 



1983). 

4. Effective Catholic Schools: An Exploration (Washington, D.C.: Na- 
tional Center for Research in Total Catholic Education, 1984). 



5. United States Catholic Elementary and Secondary Schools 1984-1985, 
op. cit. 



MaUett, Rev. James K. "Reflections on the Application of the New 
Code of Canon Law to the Governance of Catholic Educational In- 
stitutions." A clear and concise presentation to the 1985 St. Louis 
NCEA Convention which offers, among other topics, suggestions to 
Catholic education leaders regarding beard models. 

Sheehan, Sr. Lourdes. "Catholic Boards Must Recognize the 
Authority Structure," Momentum. Washington, DC: National Catholic 
Educational Association, February, 1985, pp. 32-33. Offers sugges- 
tions as to reasons why some boards have experienced difficulty 
functioning. 



6. Ibid. 

7. Ibid 



SUGGESTED READINGS 



ii 



ERIC 




CHAPTER II 

PERSONNEL SELECTION 

by Medard Shea. C.F.X.. M.Ed. 



Presently Deputy Superintendent in the Office of Catholic Education 
in the Diocese of Brooklyn, Brother Shea was in charge of teacher per- 
sonnel for eight years. A former high school teacher and principal, he 
has written and spoken on this subject around the country. 

THE CATHOLIC SCHOOL 
TEACHER 

Catholic schools are value oriented schools. In the ?re-Vatican II 
era, not only were the vast majority of teachers members of religious 
orders whose religious habits and absolute dedication to Catholici- 
ty were reflected in every facet of school operation, but the teaching 
of religion itself was based upon unchanging doctrine, catechism, 
and formal discipline. 

Since Vatican II almost every above-mentioned element of Catholic 
schools has undergone both scrutiny and change. The majority of 
the teaching staff today are lay teachers. The religious habit has 
undergone radical change with the majority of religious teachers 
assuming secular garb. The teaching of religion has moved far from 
the formalized, rigid programs of the past. Society has become more 
complex and demanding. The Catholic teacher of today, lay or 
religio as, must meet the demands of the present era of change and 
unrest. Vatican II opened a new era in Catholic education 
necessitating a complete re-education of all teachers. The job of 
teaching in a Catholic school requires not only a spiritual and per- 
sonal dedication to the service of teaching, but an updated understan- 
ding and knowledge of the church in today's world. 

The Catholic teacher today faces a formidable task. Family sup- 
port is much weakened, and in many cases almost non-existent. The 
knowledge explosion of the past decades places tremendous demands 
on teachers; and the influence of technology on youth puts teachers 
in competing roles with other media for education. The Catholicity 
of the schools is the responsibility of the administrators and teachers. 
Church documents speak of teachers who demonstrate "an in- 
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tegrated approach to learning and living" and who "integrate culture 
and faith." Teachers who take this integrated approach will work 
well in a Catholic school. 

If a school, as a distinctive educational community, involves ad- 
ministration and faculty, parents and pupils in the common purpose 
of communicating Catholic faith and tradition, it can truly be called 
Catholic. Teachers have said, "It doesn't matter what I believe. I 
don't teach religion. I teach math." This attitude points up sharply 
the need for teacher training programs in Catholic schools. It also 
points up the need to inform teacher candidates before they are hired 
why the Catholic school exists, plus the obligation of teachers in a 
Catholic school to know, practice, and teach Catholicism in all 
aspects of the school program. The Catholic school is unique, with 
specific goals and purposes; and every staff member must be aware 
of and contribute to this uniqueness. 

People continue to ask "Can a Catholic school be Catholic with 
a lay staff." The answer is a resounding "Yes"! However, there are 
other questions on selecting, hiring, personal characteristics, work- 
ing conditions, salaries, social justice, teacher preparation, teacher 
competencies that must also be considered. The United States 
Catholic bishops have taken a leadership role in defining the Catholic 
school. The pastoral To Teach as Jesus Did has become the cor- 
nerstone for building a faith community in a Catholic school. Later 
the role of the Catholic school teacher was specifically defined in 
the Vatican document The Catholic School: 

"By their witness and their behavior teachers are of the first 
importance to impart a distinctive character to Catholic schools. 
It is, therefore, indispensable to ensure their continuing for- 
mation through some form of suitable pastoral provision. This 
must aim to animate them as witnesses of Christ in the 
classroom and tackle the problems of their particular apellate, 
especially regarding a Christian vision of the world and of 
teaching in accordance with the principles of the Gospel." 1 
The ultimate rationale for a program of Christian formation of 
teachers can be summed up in one phrase: "that teachers practice 
wh2t they preach." The ultimate result is most explicitly stated in 
the Vatican's Declaration on Christian Formation: 

"But let teachers realize that to the greatest possible extent 
they determine whether the Catholic school Cun bring its goals 
and undertakings to fruition. They should, therefore, be train- 
ed with particular care so that they may be enriched with both 
secular and religious knowledge, appropriately certified, and 
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may be equipped with an educational skill which reflects 
modern-day findings. Bound by charity to one anot' er and to 
their students, and penetrated by an apostolic spirit, let them 
give witness to Christ, the unique Teacher, by their lives as 
well as by their teachings/' 2 

While teachers in their daily efforts in the classroom bring about 
the goals and objectives of the Catholic philosophy, the responsibility 
also belongs to school administrators. Personnel selection, training, 
and supervision are the key elements of administrative leadership 
in attaining the goals of Catholic education. A Catholic school must 
not only turn out well-educated students, but also well-educated 
Catholic students. 

The teacher in the classroom is the front line for achieving this 
goal of a well-educated Catholic student. Catholic administrators at 
all levels must insure that this Catholic teacher is well qualified and 
able to carry out his or her teaching duties in a responsible manner. 

Along with all of the efforts to provide teachers with the skills anu 
knowledge to be good instructors is the need to provide teachers with 
adequate working conditions, salary and benefits which fulfill the 
church's teaching on labor and social justice. To this end there is 
the need to provide administrators with the knowledge, guidance 
and direction necessary for 'eacher personnel relations in Catholic 
schools. 



Administrators in the pre-Vatican II era had an easy time, from 
one viewpoint, in what are today termed personnel relations in 
Catholic schools. Religious principals, who were often also the com- 
munity superiors, directed their religious staff according to congrega- 
tional practices, rules, and guidelines. 

Religious teachers were assigned to schools according to need, 
talents and abilities. They were also mobile. Aside from routine 
transfers by the congregation, personality conflicts, administrative 
problems, or classroom problems could be resolved with transfers. 
This element of mobility of both administrators and teachers was 
one means of resolving personnel issues. 

Such mob. lity barely exists for today's religious staffers and is not 
a significant ."actor at ail for the primarily lay-staffed Catholic schools. 
This limited lay staff mobility is a major factor in the intense and 
personal interest of lay teachers in improving their working condi- 
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tions. Aside from the basic differences in life style between a religious 
and a lay teacher, this local orientation contributes strongly to the 
growth and development of teacher organization* of various types 
to improve and change personnel practices. 

Recently personnel operations entered a new era as teachers 
challenged church leaders to practice the "social justice" they preach- 
ed. There is no question that a decade ago both sides, church leaders 
and teacher groups, moved awkwardly *n the unfamiliar territory 
of "labor relations." Controversy, confrontation and a negative press 
were the norm as both sides struggled to seek a peaceful, practical 
and just solution to what *rere difficult issues. 

Great progress has been made. The times are more peaceful and 
cooperative relationships now exist in most dioceses. The frequent 
teacher strikes of the 1970's are less frequent. Differing opinions of 
what constitutes "social justice" in labor relations remain. 

When Catholic teachers first began organizing in the late 1960's, 
they had one model for labor relations, a national union model 
suitable for industry. Even then, teachers used the word "associa- 
tion" rather than "union" in their organizational titles. 

Church leaders, while accepting and even encouraging such 
organizing, were upset and uncertain as to how to work with and 
react to the adversary relationships of these groups. Obviously, the 
church should be a leader in the *rea of good labor relations. As Msgr. 
George Higgins challenged: "administrators of Catholic institutions 
should strike out on their own and, for once, take the lead in 
establishing progressive labor-management relations in their par- 
ticular profession..." 3 

Previously affiliated with the AFT, many teacher unions have 
withdrawn from that organization. Most have now affiliated with 
the National Association of Catholic School Teachers (NACSf) bas- 
ed in Philadelphia This group is v *ry active in recruiting affiliates 
in Catholic dioceses. NACST stresses the Catholic aspect of its opera- 
tion; the need and importance of Catholic schools; and indicates a 
willingness to work with alternative methods of bargaining. 

Amcng the alternatives to straight union-style bargaining is the 
"non-confrontational, win/win method" of negotiation. In this 
method, negotiations are carried out in an atmosphere of trust and 
cooperation, coming to an agreement acceptable to both parties, and 
precluding the concept that one side or the other must "win" at the 
negotiating table. 

John Augenstein has written A Collaborative Approach to Person- 
nel Relations, 4 a model process for justice in the Catholic school com- 
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munity of faith. This document is filled with advice and counsel to 
meet the needs of both administrators and teachers in reuching con- 
sensus in personnel relations. 

Beyond the area of organized associations with broad membership, 
procedures and dues, there is another type of association of teachers, 
{jj 0Se organized as a bargaining conation in individual schools. 
These "are definitely not "company unions" as the impetus for 
organizing and selecting spokespersons comes as much from ad- 
ministration as from the teachers themselves. This type of in-school 
association is successful in larger high schools with large lay staffs, 
but could work in any school with a high percentage of lay teachers. 

As a rule, these groups have been successful in asserting teacher 
rights, working conditions, benefits and salaries, while rarely becom- 
ing militant. Administrators also find such in-school associations 
beneficial in the personnel area of school administration. Teacher 
unions are intimately related to personnel practices. Poor person- 
nel practices provide a fertile ground for union orjanizers, who will 
zero in on disgruntled unhappy teachers. 

The church stresses the rights of workers to organize. Morally, 
unionization cannot be opposed and should even be supported. 
However, there is a right to be cautious about the aims and purposes 
of particular unions who would organize Catholic teachers. The en- 
cyclicals recommend organizing to obtain proper, due rights of 
workers. Catholic administrators should provide and foster these con- 
ditions in the first place without the impetus of third parties. 

CONTRACTS/AGREEMENTS 
AND APPLICATION 

Webster's dictionary defines contract as a binding agreement bet- 
ween two parties. Never was so much implied in so few words! 
Teacher contracts are either written or unwritten. For the sake of 
good personnel practice, every teacher should have a written con- 
tract. There are enough legal pitfalls with written contracts without 
considering the untold complications possible in an unwritten 
agreement. 

Teachers today are well aware of their legal rights. With govern- 
ment agencies and regulations in the areas of human rights, equal 
opportunity employment, due process, state and national labor 
boards plus the nationwide tendency to file suit for every real or 
fancied fault, the need for written agreements (contracts) is absolutely 
necessary. 
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Teacher contracts vary widely, from simple statements of da.es 
" * ' a ;; es *° tne inclusion °< detailed working conditions, church 
law legal obligations, and more. An administrator should put To 
more in writing .than is absolutely necessary. At the same time the 
administrator should put in writing everything deemed important 
and/or necessary. A contract binds both narti,c Bat what iLveZ 

pT^ when I Ft brC t eS C ° ntraCt ' ? Wh3t ' « e^leTap 
pens when a teacher walks out on a contract while simply Lifyine 

or in some cases not notifying the principal? What recourse if 
ava,lab e to the principal? Little or no punitive action is aval bl 

Legal action for breach of contract is fruitless. Some dioceses have 
a penalty c ause in dollars for such a breach, but it is une" o cea bl 
for the most part. It may, however, make a teacher think twice before 
re't" 18 t i e , C ° ntract De P endi ng ^pon circumstances, a non 
recommendation may be made part of the teacher's file. A breach 
o contract by the principal is something else entirely. Every element 

XVT' G °" ernment a « encies «e available to a teacher who believes 
that his or her contractual rights have been violated. If a teacher 
union is the signer of the contract the issue will probably become 
more complex. The third and only uncomplicated breaking^f a con 
l^l lT U i agrCement ° f the ? arties conce "*d. » is recom- 

Sn rt r Ca r tUal agrCement be in writin 8 ™d ^gned by 
both parties. Good administration of contracted personnel demands 

53 Thef ° llowin «-rdsandphrasesreferto good person 

L ZtTeVsZ? ° Perati ° n - ^ 311 SimUar Situata in 
2. In u-nYi^-anything important enough to be needed for future 

3 SlT? T ald * PUt " Writin «' dated ' si * ned filed 
, < T~ be aware and beware of exceptions to working condi- 
tions. They can quickly become the rule 

4 ' ^ [° T"r a kCy Phrase Wlien ^ u are Panted with 

thai Tn I u Y de , C1Si ° n - BCttSr 3 dday f0r a P»P« Vision, 
than a quick, hurried wrong decision 

5. Equal and fair treatment-understand that both cannot apply in 
every case. Consider how an administrator should treat a begin- 
ning teacher and a veteran teacher differently 

6. Don't be kind to teachers-more problems in principal/teacher rela- 
tionships result from "kindness" than anything else. "Kindness" 
inappropriately applied has a way of bending rules and refla- 
tions and upsetting morale. Be pleasant, sociable, honest, fair and 
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open, but treat teachers as responsible, mature persons. 

As is evident, in today's wor*d the principal must be familiar with 
good personnel practices, beginning with the guidelines, rights, 
responsibilities and restrictions ot the contract/agreement. A good 
teacher contract/agreement, mutually negotiated, carefully ad- 
ministered, and respected by both parties, is reasonable assurance 
of a successial school operation. 

THE DILEMMA OF TEACHEtt 
SALARIES 

Probably one of the most troublesome issues in Catholic schools 
today is the isc:te of salarier Though great efforts are being made, 
Catholic teacher salaries are generally well below the salaries cf their 
public school counterparts. Other factors beyond salary make 
teaching in Catholic schools attractive to new and veteran teachers 
< ike, but decisions on teaching most often come down to salary. 
Moreover, there is little doubt that many qualified, capable dedicated 
Catholic teachers leave Cu l holic schools annually for much better 
salaries in business, industry and public schools. 

Can Catholic schools meet this salary challenge? There is no easy 
answer. The church teaches that a laborer is worthy of a just wage. 
But where are financially strapped Catholic schools going to find the 
moncv needed? 

Catholic school administrators, bishops, pastors, principals and 
parents must face this salary dilemma. Is a teacher's salary based 
upon what a school can afford, even if it is well below a "just wage"? 
If a teacher will wc k for a low wage, is juatice being served? Are 
some Catholic schools, unable to pay a living wage, facing the more 
serious question of whether *hey can function oiJy by practicing in- 
justice to their employees? A hard question indeed! 

It is evident that most Catholic schools, especially parish schools, 
will not br able to compete with the market place in terms of salaries. 
However, they should at least pay a living wage. What this living 
wage is varies from city to city, area f o area, but administrators 
should have ? good concept of a living wage at their location and 
strive to pay it. 

Whim, past practice and guesswork should not be the foundations 
for a salary scale. Careful planning, good budgeting and the guidance 
of social justice are basic building blocks to a living wage. Every 
school should have a published salary scale for its teachers. 

Since teacher salaries are as high as 85 percent of a school budget, 
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tuition, fund raising and parish support must be used to meet this 
need. For the most part, parents are unaware of the salaries paid 
to teachers or the impact cf salaries on tuition rates. Parents are often 
shocked to learn that teacher salaries are well belov. their own 
salaries. Schook should publish teacher salary scale*. The fear of 
losing students because of increased tuitions will be allayed to some 
extent because parents are more willing to pay a just, living wage, 
once they km. / the facts. 

The issue of going public, being open, is the key factor. Teachers 
need to know the financial facts of a school's operation, to make 
judgments as to what is available for salaries. Closed financial books 
are a prime source of discord in negotiations. The old myth that the 
bishop (pastor) is sitting on a gold mine has to be disproved. The 
myth persists that there is money somewhere. Only financial open- 
ness will eliminate this myth and open the door to realistic 
negotiation. 

A corollary to ine salary issue is benefits. Pension, medical benefits, 
and FICA costs can range from 20 to 25 percent of a teacher's salary 
and most teachers and many administrators are unaware of this add- 
ed cost. Normally, teachers take such benefits for granted and do 
not consider benefits as part of salary. Administrators must be aware 
of these added cost* in negotiating salaries. 

Teacher salaries and attendant issues, benefits, recruitment, reten- 
tion, and the likf are a major concern of Catholic schools. If Catholic 
education is to : jntinue to thrive in the future, these concerns must 
be faced now. Government assistance, such as tuition tax credits, 
is a real need; but if and when it comes, it will only assist schools, 
not alleviate the current problem. 

CHANGED TEACHING STAFFS 

Catholic schools nationwide have just ended an era of largely 
religious orHer staffing and changed to a strongly lay staffed opera- 
tion. This trend began in the late sixties, moved rapidly in the seven- 
ties, and is a reality today. With the changes in society, the effects 
of Vatican II on the church and the great national emphasis on educa- 
tion, a whole new era in Catholic education is here. 

Just look at Catholic schools today compared to ten and twenty 
years ago. From a system that in nany places was made up of more 
than 90 to 95 percent of its administrators and teachers from religious 
communities, it has changed to a system of education with 80 per- 
cent of its teaching staff made up of lay teachers. With this change 
has come the need to review and radically revise the ordinary 




20 



religious congregation personnel practices. Up to the late 1960's there 
existed a pattern of principal/superiors as, administrators of Catholic 
schools. The line of administration and teaching was based on the 
traditions and patterns of religious communities. School operations 
were based on the educational principles and practices of the 
religious community. 

Today, however, the positions of religious superior and principal 
are often separated. Just as the superior's role is much changed in 
religious life, so is the role of principal, lay or religious, in the school. 
Ordinary paper work has reached monumental proportions, as 
Catholic schools have become more professional and as state and 
federal educational agencies have made increased demands upon 
principals. Tb c ,reatest change, however, has come in staffing. The 
proportion of lay staff is growing greater every year, both from a 
dearth of vocations to religious life, the retirement of active religious, 
and the movement to other Christian works outside the classroom 
by religious. 

In the face ol f his change in staffing there still exists an ad- 
ministrative pattern that is geared to religious-staffed schools. The 
traditional pattern of operation of many religious orders still in- 
fluences the day-to-day administration in Catholic schools. In most 
cases, this is all for the best. In some, it is close to disastrous, as ad- 
ministrators fail to n ~ e into the era of the lay-oriented school. There 
is an awareness that times have changed, but patterns of decades 
of religious administration are difficult to overcome and change 
comes slowly. 

There are two observations that flow from this situation. First, the 
distinction between lay and religious teachers is not as pronounced 
as it used to be; both work side-by-side, almost indistinguishable, 
particularly where dress no longer sets one apart from the other. 
Second, the changes in life style of many religious communities fur- 
ther blurs distinctions as far as working conditions are concerned. 

All of these developments reveal the influence lay personnel ! ave 
in Catholic schools as both administrators and teachers. Early fears 
that Catholic schools could not and would not survive without the 
religious teachers have proved to be mostly unfounded. Catholic 
schools with all lay staffs or predominently lay staffs are living up 
to and continuing traditions of Catholicity and academic excellence 
common to Catholic education in the past. 

Religious congregations whose primary service was to schools have 
continued to serve and to staff them (to the extent possible) but with 
fewer numbers. In general, they have assisted, cooperated with, and 
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encouraged lay personnel to work and administer Catholic schools 
One significant change which resulted from the diminished ratio 
of religious to lay personnel was that tiie school supervisory role of 
religious congregations also diminished and has in Tact generally 
disappeared. Diocesan school/education offices have moved into this 
supervisory role by increasing their supervisory and curriculum ser- 
vices which were formerly the province of the religious congrega- 
tion which staffed the school. 

This same process of change on the diocesan office level led to 
the growth and greater influence and direction from religious educa- 
tion offices. Programs from the Department of Chief Administrators 
of Catholic Education of the National Catholic Educational Associa- 
tion recognized this need for religious education early and much was 
done and is still being done in the realm of religious education and 
catechetics in Catholic schools. Many pastors reluctantly accepted 
lay administrators for their parish schools, feeling that parents 
wanted a religious as principal. Having no religious available forc- 
ed schools to hire lay staff. Pastors have been pleasantly surprised 
to find that well-educated, dedicated, and competent lay teachers 
proved to h ,xcellent principals. 

Parents arc also very much awar; of the impact of lay staff on 
Catholic schools. By their involvement in the schools they have in- 
dicatea that the schools are providing the kind of Catholic educa- 
tion they want for their children. Since great financial sacrifices are 
called for, parental support for Catholic education is one of the surest 
signs that current lay oriented Catholic schooling is successful Pro- 
bably more than in any other area of the changing church, lay in- 
fluence, leadership, and participation is equal to or greater in the 
Catholic schools than in any other area of church ministry. 

THE MARKET FOR TEACHER 
CANDIDATES 

The market for teacher candidates for Catholic spools varies wide- 
ly from city co city from state to state. The need for teachers has 
increased in all school systems, even as the number of pupils has 
decreased nationally. In the larger dioceses, Catholic schools are hav- 
ing particular difficulty in finding good teacher candidates One 
reason for the limited number of teacher candidates is the loss of 
prestige for tH teaching profession, reflected in the very low percen- 
tage of college students planning on a teaching career. 

Catholic administrators have a further problem in seeking can- 
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didates from this Kmited pool of teacher pn spects. First, Catholic 
administrators want and prefer Catholic candidates, though necessity 
dictates a relaxing of this requirement. Second, an overriding pro- 
blem is that the salaries offered in most Catholic schools are in com- 
petition with much higher public school salaries. Though recent 
studies have shown a steady increase in salary scales for Catholic 
school teachers on the elementary level, these salaries are, in general, 
well below the public school scale. In addition, there is a nation- 
wide clamor to increase greatly public school salaries, a prospect that 
will add to the Catholic school salary problem. Still, there are a great 
number of teacher candidates who prefer to teach in Catholic schools. 
Salary is not always the determining factor in their decision to teach 
in a particular >chool system. 

Increasing salaries and benefits, plus increasingly lay staffs are 
placing a great financial burden on parish schools. Social justice 
demands a living wage for teachers, even as many parishes are 
undergoing a very limited growth in income. These factors all in- 
fluence teacher recruitment: the supply of candidates, their church 
relationship, the salary level and the parish financial situation. 
Teacher recruitment has become the number one priority of per- 
sonnel directors and administrators. Seeking capable, well-trained, 
Catholic candidates is the prime task. Recruitment requires a positive 
program of adverfsement and personal effort. College and univer- 
sity campuses are the major source of teacher prospects. Personal 
visits to students in their sophomore and junior years are recom- 
mended to make known the opportunities and satisfaction to be 
found in teaching in Catholic schools. These visits should include 
non-denominational colleges as well as Catholic colleges. Most col- 
leges will post flyers about opportunities for teaching in Catholic 
schools. 

In both Catholic and secular newspapers and magazines, ads are 
another sources of teacher applications. No area of advertising and 
promotion should be overlooked including announcements in pariah 
bulletins. 

A posi* ; ve attitude about the rewards and satisfaction to be found 
in teaching in a Catholic school should be stressed. Thousands of 
Catholic school graduates are in colleges and universities, most with 
fond memories of their previous Catholic education. Many need only 
to be reminded that they are welcome and needed as teachers in 
these same schools that taught them. 
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FACTORS IN TEACHER INTERVIEWS 

The most important event in personnel practice is the teacher ap- 
plicant interview. Careless, shallow interviews fail to detect poten- 
tial future difficulties. Careful, in-depth interviews provide some 
assurance of future success. Although not infallible, a positive in- 
terview process will certainly eliminate many problems before they 
nave a chance to develop. 

A teacher application form is a primary requisite in the hiring pro- 
cess. Practically every diocese has such a form which complies with 
national and local restrictions. Copies are available in every diocese 
Once this form has been received by the school, the first decision 
can be made, namely, whether or not this applicant should or should 
not be interviewed. 

If the applicant has previous teaching expeiience, it is vitally im- 
portant to check with the present or former employer as to the ap- 
plicant's status, whether satisfactory or not. An important question 
to ask a current or former employer is "Will or would you rehire 
this person?" After the application is completed properly, the next 
step is to set the interview date, which in a school situation might 
include a demonstration lesson on site as part of the interview 
process. 

The interview time should be at the convenience of the inter- 
viewer, not vice versa. Depending upon the school situation, a se- 
cond person may also be scheduled to interview the applicant in the 
scheduled time frame. 

Wherever the interview takes place, it should provide privacy The 
structure of the interview should be well prepared. The school 
philosophy is of major importance and should be explained Salary 
and working conditions are obvious elements. The interviewees 
should be given ample opportunity both to re-., and to explain their 
qualifications and their own goals as teachers in a Catholic school 
An interview that does not give applicants a chance to answer more 
than yes or no to questions is very limited. The interviewer should 
share the time and conversation in order to make a valid judgment 
about the personal qualities of the person interviewed. 

Note taking during an interview may prove to be valuable. Or the 
interviewer may summarize the interview after the candidate 
departs. It is important to know the candidate's decision about ac- 
cepting the position before the school sends notice of its decision. 
The candidate's decision can be learned as part of the interview or 
shortly thereafter in writing. Then, the school can state its decision 
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The entire process is important, but how the applicant follows in- 
structions is a valuable indication as to how the applicant will act 
in a working situation. In an emergency, where interview procedures 
must be bypassed, some form of temporary hiring should be used 
until credentials are properly checked. 

A summary of an interview or screening process should include 
the following elements. 

• professional and academic competence 

• basic knowledge of the applicant's public and private life 

• understanding of the philosophy of the school 

• participation in ren 6 ious activities of the school 

• working conditions of this particular school 

• knowledge that public violation of church teachings is grounds 
for dismissal 

• demonstration lesson 

A proper interview will go a long way towards the development 
of a workable, successful school operation. 

HIRING TEACHERS: PRACTICES 
AND PRECAUTIONS 

Presuming that a supply of teacher candidates is available, the 
priority question becomes the hiring procedure. Casual or careless 
hiring procedures are a definite invitation to future headaches and 
problems. Firing rhymes with hiring and poor hiring inevitable leads 
to troublesome firing. 

The NCEA recognized this situation and as early as 1973 set up 
a committee to develop guidelines. This committee quickly realized 
that it could no* come up with absolute infallible and complete 
guidelines in this relatively unexplored i ew area. "Guidelines" 
became the key word as the committee developed a beginning 
framework (still valid) upon which different school systems in all 
parts of the nation could select and develop what was most useful 
to their particular aims and goals. 

The basic framework for these guidelines covered three areas: 
selecting teachers from among a group of applicants; outlining basic 
principles which all teachers would be expected to believe in, follow, 
and practice; and setting up standards on growth and development 
of teachers ; n service in theschools. 

The following is from the set of guidelines called: Procedures for 
Selection of Teachers for Catholic Schools 
A) Application Process 
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1. Include questions on the role of teachers in the purposes and 
uniqueness of Catholic schools. 

2. In the collection of factual data, be aware of limitations by the 
Equal Opportunity Commission on certain information 

3. Obtaui information on academic background and credentials- 
accept only official transcripts. 

4. Include a statement by the applicant as to the accuracy of the 
information, for example, "I understand that any misrepresen- 
tation of facts in this application will be considered just cause 
for dismissal at the discretion of the employer." 

5. Ask permission to investigate any of the facts or state- 
ments submitted, for example, "I hereby grant 

777 — ■ permission to investigate 

any of the iacts or statements submitted by me, except where 
my written statement upon this form specifically requests that 
no mvestigation be made." 

6. Indicate on the application the length of time you will file the 
application if the person is not hired. 

7. Check with previous employers. 

8. If the applicant is an ex-religious, contact the former congrega- 
tion; let the applicant suggest one person and you select 
another. 

9. Be sensitive to the problems caused by last minute or panic 
hiring procedures. 

B) Interview Process 

1 . All dr - uments and materials (references and transcripts) should 
be on file before the interview is conducted. Realize that it may 
not be possible to obtain information from present employer 

2. During the interview respect the confidentiality of informa- 
tion submittec regarding the applicant. 

3. Interview questions and discussions should focus on "Guidine 
Principles for Teacher Commitment in Light of the pastoral 
To Teach as Jesus Did" and "Guidelines for Teachers in Catholic 
Schools. 

4. More than one person should interview the applicant (both at 
central office level and at the local school level) 

5. Make notes as soon after the interview as possible. Be honest 
include both strengths and weaknesses of the applicant ' 

5. If possible, the interview process should provide for observa- 
tion of applicant in classroom situation. 

C) Orientation Program 

1. In order to avoid conflicts between theory and practice, build 
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the program around the "Guiding Principles for Teacher Com- 
mitment in Light of the Pastoral To Teach as Jesus Did" and 
"Guidelines for Teachers in Catholic Schools." Words and 
witness must be harmonized in order to avoid ambiguity. 

These procedures are very basic but necessary. Certainly they are 
the minimum guidelines for teacher hiring. They present a set of 
positive steps to which each diocese or school might add or expand 
for its own specific conditions. 

There are some negative factors or caution in hiring. If the appli- 
cant has previous teaching experience, it is mandatory that the prin- 
cipal contact the previous employer before making a commitment. 
The applicant may already be under contract or may have been ter- 
minated for cause by the previous employer. So called "off the street" 
or "panic" hiring is always risky. 

A substantial part of the interview should be concerned with the 
applicant's understanding and acceptance of the philosophy of the 
Catholic school and the public observance of the laws of the church. 
When a school has a stated philosophy which can actually be seen 
in practice in the day-to-day operation of the school, the administrator 
has an instrument upon which to base his or her judgments about 
the suitability of a prospective teache" to join the staff. This assumes 
that the prospective teacher has already been found competent and 
desirable in the academic framework of the school. 

The last step in the process for selection of a teacher is the deci- 
sion to hire or not to hire an individual. It need not be hurried and 
is best done in writing within and agreed upon, specified period. The 
administrator then has time to digest the interview, seek informa- 
tion, if such is needed, and come to a considered decision. If hired, 
the applicant should be requested or refused in writing. 

Finally, the hiring decision from among professionally qualified 
and eligible candidates should make the Christian dimension of the 
individual a priority consideration. The candidate should clearly 
understand the minimum expectations as regards beliefs, attitudes, 
and behaviors. There should be no surprises on either side once the 
candidate reports for work. 

Alfred McBride has written: "Hiring a believer does not guarantee 
the enduring commitment of the believer. The powers of seculariza- 
tion in the culture are sufficiently seductive and enchanting to the 
point that they may prevail over our Catholic educators and weaken 
their dedication to Christ. . . .Catholic educators need the life-long 
possibilities of the grace of evangelization, the loving summons to 
a firm commitment of Jesus." 5 
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THE NON-CATHOLIC EDUCATOR 
IN A CATHOLIC SCHOOL 

Previously mentioned guidelines have implicitly be-n directed to 
to the hiring of Catholic teachers. The issue of both non-Catholic 
teachers and students in Catholic schools is an unresolved challenge 
to the schools. 

In The Christian Formation of Catholic Educators, Alfred McEride 
applies his seven guidelines for Catholic educators to non-Catholic 
educators in Catholic schools. He notes that his comments and 
guidelines "are brief and tentative because of the complexity oi the 
situation and its comparative newness in Catholic schools." 6 

His brief introduction to the seven guidelines is as compact an over- 
view of the non-Catholic teacher situation as can be found and 
deserves repetition here as a conclusion to this teacher hiring section: 
"The preceding seven guidelines concern the Christian For- 
mation of Catholic educators. What is to be said about non- 
Catholic educators teaching in our Catholic schools? In some 
cases they constitute as much as a third of our elementary and 
secondary school faculties. While most of them are Protestant 
Christians, some are Jews, humanists and of other religio- 
philosophical persuasions. Correspondingly, there are cases 
where a significant number of the students are non-Catholics. 
What can we do to help non-Catholic educators support the 
Catholic Christian goals of our schools, while retaining their 
own integrity and personal beliefs? 

"The answers are rot simple, partly due to the wide range 
of belief systems involved and the necessary respect and 
reverence due to those of differing persuasions. The first step 
must be to hire only those persons who agree to support the 
philosophy and goals of the school. At the outset, the principal 
should review clearly what the school expects of the educator. 
If the candidate has a conscience problem with what the school 
expects, then he or she should not be hired— nor even propose 
to accept the job. Honesty and frankness at the outset is of the 
essence. 

"On the positive side, let it be said that many principals report 
deep satisfaction with their non Catholic faculty members, fin- 
ding them to be exceptionally sincere in advancing the religj' us 
nature of the school and energetic in maintaining its moral 
tone." 7 
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Affirmative action is a term with many ramifications Fundamen- 
tally, it means that there can be no discrimination in hiring due to 
race, color, creed or sex. It implies not only the negative aspect of 
avoiding discrimination, but positive efforts to overcome and make 
up for past discrimination. The Catholic Church throughout history 
has been the church of all nationalities, truly universal in its member- 
ship and its service to all people. 

Where does affirmative action fit into local Catholic school situa- 
tions today? A first instance would be in personnel practices. Teacher 
applicants are considered without prejudice as to race, color and sex. 
Note the "creed" is omitted, since religion is a specific considera- 
tion in Catholic schools. 

Legally consideration of the religion of a teacher applicant is the 
one exception permitted for Catholic schools. Administrators have 
the right to question the religious beliefs of prospective teachers for 
a Catholic school. They cannot discriminate on the other areas of 
affirmative action, but can definitely inquire, question and make 
decisions based upon the Catholicity of en applicant. In cases where 
the applicant is a non-Catholic, the administrator still has the right 
to insure that the applicant has the moral values which are looked 
for m a teacher in a Catholic school. Such candidates can be rejected 
on the grounds that their beliefs or religious practices are not accep- 
table for a teacher in a Catholic classroom. 

In the same vein, it is also evident that some Catholic applicants 
may have unacceptable attitudes towards church teachings an i prac- 
tices, which would be considered more harmful than good in the 
classroom. Again, these are legal grounds for rejection or non-hiring. 
At all times, the goals and purposes of a Catholic school are para- 
mount and this very Catholicity is the key element in selecting 
teachers. 

Proper use of the school's philosophy will be a proper guide for 
moral and religious decisions in the hiring process, presuming that 
other personal and academic qualifications are met. There is no ques- 
tion but that a teacher in a Catholic school must first of all accept 
the philosophy of the school wholeheartedly, be a good example to 
the students, and cooperate in every way with the Catholic nature 
of the institution. 
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CAPSULES OF CHANGE 

Yesterday— 1940-60 

1. Parish supported school 

2. No tuition charged 

3. Entire parish paid for school operation 

4. Fund raising— parish activity 

5. School/parish fiscal accounts combined 

6. Buildings in generally good condition 

7. No government aid 

8. All religious principals 

9. 95-100% religious faculty 

10. Religious lived in parish convent 

11. Few, no non-Catholics 

12. Every Catholic child expected automatically to attend 

13. Ethnic solidarity 

14. Class size large-40 and higher 

15. Self-contained classes 

16. All children basically capable of learning 

17. Most students from two-parent families 

18. Few kindergartens 

19. No nursery schools 

20. Policy— basically pastoral 

21. No civic community activity 

22. CCD—responsibility of school principal 

23. Most schools/parishes saw themselves as an island 

Today— 1980-85 

1. Parish carries an ever smaller percentage of school opeiation costs 

2. Escalating tuition rates 

3. Stress on parents only paying tuition 

4. Separate fund raising by school/parents 

5. School budget separate from parish budget 

6. Major maintenance required in many buildings 

7. Government aid still only a hope. Some aid in a few states 

8. Many lay principals; increasing annually 

9. 80-85% lay faculty 

10. Religious travel to schools; live elsewhere 

11. Increasing percentage of non-Catholics 

12. Need for public relations to encourage attendance 

13. Ethnic diversity 

14. Class size smaller— 35 and lower 

15. Departmental programs and variations thereof 
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16. Widely varying capabilities of learning 

17. As high as one-third from single parent families 

18. Two -thirds of the schools have kindergartens 

19. Nursery schools developing 

20. Policy— principal/laity/HSA/pastor 

21. Much civic community activity 

22. CCD, plus parish religious education program responsibility of 
Director of Religious Education 

23. Most see themselves in relation to neighboring schools/parishes 
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Catholic schools, held at Bethesda, Maryland, at what now might 
be termed the height of union activity and problems In Catholic 
schools nationwide. Ten informative articles by administrators who 
were closely involved in various aspects of unic^ activity. Presents 
theological, legal and organizational issues— all sensitive and impor- 
tant issues then and pertinent today. 
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CHAPTER III 

JUST SALARIES 
AND BENEFITS 

by John J. Augenstein 
and Mary O'Leaiy, O.S.U. 



Formerly Superintendent of Schools for the Diocece of Youngstown, 
John Augenstein has served Catholic education for over twenty years. He 
has made numerous presentations at NCEA meetings and is a recogniz- 
ed expert on Catholic school finance. 

Sister Mary O'Leary is Director of Certified Personnel for the Diocese 
of Youngstown. She has worked extensively in the area of teacher com- 
pensation and directed the work of her diocesan salary committee. 

CHURCH DOCUMENTS 

Much has been written recently about the education profession 
and the perceived need for higher quality personnel. One of the fac- 
tors receiving much attention is the need to make education a moie 
attractive career so that schools may recruit and retain talented peo- 
ple. Higher salaries are only part of the solution. Many academical- 
ly talented college graduates are choosing other professions which 
promise greater financial rewards, more opportunities for advance- 
ment and better working conditions. Beginning salaries for educators 
are frequently lower than those in other fields requiring a bac- 
calaureate degree. Educators' salaries also reach a ceiling sooner and 
at a lower level than do salaries of other degreed professionals. Given 
this dilemma, the task of establishing salaries becomes complex. 

Of the subjects addressed in this chapter "salary" (or wage) fre- 
quently receives the greatest attention in both the print and broad- 
cast media when employee relations are the focus. However, there 
are other types of compensation, for example, benefits and leaves. 
The challenge for Catholic education is: within the spirit of church 
social teachings, there is a responsibility to provide appropriate com- 
pensation by blending employee personal and family needs with 
employer resources. 

The church has spoken on the subject frequently. Nearly 100 years 
ago (1881), Pope Leo XIII in his encyclical, Rerum Novarum, address- 
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ed the issue of wages when he wrote. "To labor is to exert one's 
self for the sake of procuring what is necessary for the purposes of 
life, and most of all for self preservation." 1 and further on he noted: 
"Let it be granted, then, that, as a rule, workman and 
employer should make free agreements, and in particular 
should freely agree as to wages; nevertheless, there is a dic- 
tate of nature more imperious and more ancient than any 
bargain between man and men, that the remuneration must 
be enough to support the wage-earner in reasonable and frugal 
comfort." 2 

Commemorating Pope Leo's encyclical in 1931, Pope Pius XI penn- 
ed in Quadragesimo Anno: "In estimating a just wage, not one con- 
sideration alone but many must be taken into account." 3 

Thirty years later (1961 ) in Mater et Magistra, Pope John XXIII was 
even more detailed on the subject of wages: 

"... in this matter (remuneration), the norms of justice and 
equity should be strictly observed. This requires that workers 
receive a wage sufficient to lead a life worthy of man and to 
fulfill family responsibilities properly. But in determining what 
constitutes an appropriate wage, the following must necessarily 
be taken into account— first of aU, the contribution of in- 
dividuals to the economic effort; the economic state of the enter- 
prises within which they work, the requirements of each com- 
mur* as regards overall employment." 4 
And ;.iost recently (1981) Pope John Paul II, commemorating the 
90th anniversary of Rerum Novarwn, $fa*<*d in Laborem Exercens: 
"Just remuneration for the work of an adult who is respon- 
sible for a family means remunerating which will suffice for 
establishing and properly maintaining a family and for pro- 
viding security for its future. . .Besides wages, various social 
benefits intended to ensure the life and health of workers and 
their families play a part. . .health care. . .holiday or vaca- 
tion . . .pension and . . . insurance for old age and in case of ac- 
cidents at work." 5 
The National Catechetical Directory sums up the church's social 
teaching when it states that "the fundamental concept underlying 

the social teaching of the Church is the dignity of the person "* 

This chapter, then, will provide some information, recommenda- 
tions, p.rd examples of how conversation is being addressed in 
Catholic schools. The chapter has three principal parts which res- 
pond to these questions. 

1. How can this challenge (blending of needs and resources) be ac- 
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complished? (process) 

2. What are some forms of compensation and what elements are in- 
cluded? (types, elements, samples) 

3. What does current survey research offer on the subject? (1984 
Youngstown, Ohio Diocesan Survey) 



Several years ago a study was conducted of more than 600 situa- 
tions in which employees unionized. The study indicated five prin- 
cipal employer errors which contributed to unionization. 

1. The employer gave the employees only minim? 1 mtoi nation about 
the status of the company's health— its financial posi* ion, its goals. 

2. The employer introduced changes in equipment, schedule, and 
policy without advance notice or subsequent explanation to 
employees. 

3. The employer made key decisions in a vacuum of ignorance about 
what employees wanted or needed. 

4. The employer used pressure tactics, not leadership, to stimulate 
performance and cooperation. 

5. The employer played down employee dissatisfaction. 

The study is cited here not because employees unionized but n ther 
to highlight some possibly frequent mistakes made b/ employers. 
Particularly important from that list for this chapter are numbers 
1, 3 and 5. 

The error list above illustrates the importance of involving all of 
the appropriate persons in decisions which affect them. Thus, com- 
pensation (salary, benefits, leaves, etc.) determination is not a 
unilateral decision. It, too, requires involvement of appropriate 
persons. 

Those most directly affected by these monetary items are teachers, 
parents, parishioners, principal, pastor. Teachers have personal and 
family needs. Parents contribute support to the school through pay- 
ment of tuition. The parish council, parish school board or parish 
finance committee, representing the large body of parishioners, 
usually has the responsibility for assisting or advising the pastor on 
the parish and/or school budget. The principal is usually the person 
who issues contracts and prepares the school budget. The pastor is 
the overall parish administrator, the person knowledgeable about 
the parish financial status. These people or their representatives need 
to be involved in remuneration discussions and decisions. 

Those involved require some preparation and that preparation 
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should include: an explanation of the purpose of the process, a review 
of members' responsibilities, the expectations of the members, and 
the time-frame within which the group is expected to work. (For ad- 
ditional suggestions, see Procedure section later in this chapter.) 

There are both group and individual responsibilities. The o rrall 
responsibility of the group is to elicit the employees' needs and then 
to develop a compensation package which recognizes the differing 
needs and is within the available resources of the parents, school 
and parish. The individual members are responsible for meeting 
preparation (study of materials), attendance, participation, and a will- 
ingness to arrive at a solution. Additionally, each member has a 
responsibility to keep the process from becoming an adversarial one. 
Thus, vocabulary and behavior are important elements in the 
process. 

The pro-ess should be initiated by the pastor. The selection of par- 
ticipants should be done by each constituent group. 

Information is a key ingredient for the group. Salary, benefits, ?nd 
leaves provided in neighboring schools, dioceses, public schools 
district should be requested and shared. Such compensation packages 
sometimes provide alternate formats and options. 

Employee needs have to be sought and shared. This is necessary 
because the remuneration package should recognize that needs of 
employees differ and thus choices should be developed and offered 
To determine employee needs, informational questions need to be 
asked. Is m. lisposable income (salary) paramount? Are new or 
improved health care benefits more important? Is a retirement pro- 
gram provided or if one exists, does it need to be improved? Are there 
other benefits, for example, tuition assistance which should take 
precedence? What challenges are faced which require the establish- 
ment of specific types of leaves? It should be noted here that packages 
(choice options) may not discriminate against male or female, first 
and second income wage-earners, parishioners-non-parishioners 
Clear, accurate, concise (but complete) financial information regar- 
ding the school and parish (or diocese if such is appropriate) is 
another integral piece of information. 

Finally, legal requirements such as social security (employer and 
employee shares), unemployment compensation, federal, state and 
local taxes need to be identified and provided to the group. Social 
security information can be secured from the nearest local office. 
The remaining information can usually be sought from the diocesan 
fiscal office. 
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The next important question to be considered is how should 
anyone proceed to address the challenge. The following are suggested 
for important consideration. 

1. This is a group process which will work to establish salaries, 
benefits, and leaves acceptable to all parties involved. It is not 
a unilateral responsibility of either pastor or principal. Thus, in- 
service should be provided in the areas of group dynamics, pro- 
blem solving, conflict resolution, consensus decision-making and 
other organizational development tools which are deemed useful. 
Consensus decision-making is specifically suggested because, 
although it is more difficult to learn and achieve, it better fits the 
parish and school community of faith concept than "majority 
vote" which is "win-lose" and divisive. (Even some unions and 
employers are moving from the industrial, confrontational win- 
lose collective bargaining to a less or non-adversarial model 
generically known as "win-win.") The in-service programs may 
best be provided by the diocese through its own staff, if such ex- 
pertise exists there, or contracting with an outside source, for ex- 
ample, a university management consulting firm. Another 
possibility is for schools or parishes in an area to contract collec- 
tively with an organizational service. Such service effort can pro- 
vide quality service frequently not affordable by a single school 
or parish. 

2. Using some of the frequently stated guides for group prcbi jm solv- 
ing, the following are suggested steps 

a. Define the Subject 

What is to be considered based upon expressed needs 0 s lary? 
benefit (s)? leave(s)? (Consider one issue at a time and tlvn Mend 
the solutions at the end into a package for final consic\ . aon.) 

b. Propose Alternative Solutions 

What are the different ways to reach the station? (List them.) 

c. Analyze Alternative Solutions 
For each solution ask: 

What resources are required? (people, time, money, materials) 
What are the benefits? What are 'he constraints? Can they be 
reduced? How? 

d. Select Best Alternative Solution 

On the basis of resources, benefits, c nstraints, etc., which solu- 
tion best fits the needs and is achievable? 

e. Plan Solution Implementation 
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What action must be taken to implement the solution? Who 
is responsible for what? When must the action take place? 

f. Imvlemeni the Solu H on 

g. Evaluate the Solution 

Was the solution agreed upon achieved? Was the plan for im- 
plementation followed? (Were there hindrances which must be 
resolved?) 

3. Finally, although the process is primarily addressing the mundane 
but volatile subject of money, it is important to note that the pro- 
cess must mesh with the community of faith concept. Thus, prayer 
and reflection are an integral part of the process. 

The process should be initiated early enough to allow for 
thorough consideration of issues and it should be completed in 
sufficient time for both the employer and employee to plan and 
budget for the next year in which the solution will be im- 
plemented. For example, if the process is initiated in September 
or October, it should be able to be completed by February or ear- 
ly March. 

The group should meet as frequently as necessary to complete the 
process. 

The process is not a panacea. There will be conflict and frustra- 
tion because it requires the involvement of human beings and 
because it is addressing the controversial subject of money. However, 
if the participants approach the process with an attitude which af- 
firms that a group solution is achievable and behave in a Chrst-like 
manner, then the church's social teaching regarding labor can be 
implemented within the parish and school. 

THE WAGE PACKAGE 

Salary Plans 

As noted in the chapter's introduction, this segment speaks to types 
of wage plans, possible fringe benefits and leaves. Salary and benefits 
together equal what is frequently termed "the wage package." Both 
r cquire an investment of dollars by the employer. Often, however, 
employees fail to realize and/or acknowledge the equivalent dollar 
val ae of fringe benefits which is provided in addition to the basic 
salary or wage. 

Subsections of this part will address legal requirements, two salary 
plans (indexed and merit), fringe benefits, stipends and benefits for 
religious and various types of leaves. 
Legal Requirements 
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Legislative regulations must be observed in the development of 
a salary plan. Such federal laws as the Equal Pay Act, the Civil Rights 
Act, and the Fair Labor Standards Act will have an impact on how 
employees are paid. The diocesan finance office or local public ac- 
counting firms can provide information on these requirements. 
Customary Elements of Indexed Salary Plan 

The most frequently used salary plan is the ;nde v ed scale. Two 
factors that are most often built into indexed salary plans are years 
of service and education beyond the minimum requirement for 
certification. 

An indexed scale is developed by determining a base salary amount 
and then establishing an index that provides a percentage of increase 
on the base for each year of experience and designated semester or 
quarter hours of credit beyond the Bachelor's degree. 

Two sample indexed scales are shown in Appendix A. In Sample 
1, a .045 index is used throughout, thus providing a uniform incre- 
ment for each year of experience and for each credit category ad- 
vancement. In Sample 2, two indices are used. The Bachelor's degree 
categories (BA and BA + 15) are computed on the .045 index and the 
Master's degree categories (MA and MA + 15 and MA + 30) are figured 
on a .05 index. Such a plan provides a larger increment for increas- 
ed academic education. 
Selected Elements of a Merit Pay Plan 

Salary plans may be determined also by considering a teacher's 
past performance and the amount of responsibility accepted. This 
method is popularly referred to as merit pay. The hesitation to use 
this method is sometimes based on the fear that it is entirely subjec- 
tive and that salaries are left solely to the whim of the administrator. 
While seemingly subjective, a significant degree of objectivity can 
be built into the process. 

Areas of responsibility for teachers, for example, can include class 
size, variety of subjects taught, extracurricular projects, and added 
supervision or administrative responsibilities. A percentage of in- 
crease is assigned to each area of responsibility and that percentage 
is figured on a pre-determined base amount and then added to the 
base. 

Evaluation of past performance also becomes more objective when 
based on the accomplishment of performance objectives. A few im 
portant, useful measuiable objectives are determined and agreed 
upon by both employee and administrator prior to the beginning of 
the work year. Then, before determining salary for the next school 
year, the objectives are reviewed and evaluated by the employee 
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and the administrator and the result of that evaluation becomes a 
factor in the salary determination, for example, how many of the 
performance objectives were successfully completed and what dollar 
or percentage increase will be provided for each completed objective? 

Credit for further education and years of service can be incor- 
porated into this method by assigning a percentage of increase to 
each designated number of semester or quarter hours of college credit 
and tor each year or ranges of years of service. The percentage of 
increase is also to be computed on the base amount and added to 
the base. 

The advantage of the merit pay concept is its flexibility in recogniz- 
ing the responsibility and performance of the employee rather than 
just crediting years of service and added college credits. An exam- 
ple of a performance-based plan which can be used for administrators 
is shown in Appendix B. 
Fringe Benefits 

In addition to the actual salary, employees receive additional com- 
pensation in the form of fringe benefits. Although employees 
sometimes see take-home pay as their only compensation, employers 
invest substantial dollars each year in fringe benefits. Some com- 
mon benefits which can be provided are: 
1. Medical and Death Benefits 

a. Group medical plan 

1. Basic hospitalization 

2. Major medical 

3. Prescription drug 

4. Dental care 

5. Eye care 

b. Liie insurance 

c. Pension 

d. Tuition benefits 

e. Federal or state chartered credit union benefits, such as 
hospitalization, life insurance, and retirement are usually pro- 
vided through group plans. Through such plans, employers are 
able to provide increased benefits for employees at less cost than 
the employee could have purchased the same. 

In determining which benefits to provide, the needs of the 
employees must be examined and considered. Employee requisites 
include both personal and family needs and may differ from person 
to person. For this reason, some employers offer flexible benefit pro- 
grams. Flexible benefit programs provide employees with choices 
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for their individual benefit packages. Usually, employees are more 
appreciative of their benefit packages if they are able to select those 
which best fit their personal and family needs. 

An important aspect of any benefit program is communicating it 
to the beneficiaries. The time and effort that is spent communicating 
the benefit program can result in added employee satisfaction. 
General information about the details of the program can be explain- 
ed in newsletters or bulletins. Individualized information should be 
supplied in a yearly benefit statement which summarizes exactly 
what is being provided by the employer in addition to the "take- 
home pay." 

Stipends and Benefits for Religious 

Compensation provided to members of religious communities is 
considered a stipend rather than a salary and is usually paid to the 
community, not to the individual priest, sister or brother. According 
to Webster's, a stipend is "a fixed sum of money typically modest 
in amount; a regular allowance paid to defray living expenses." 
Religious men and women belong to communities and are fundamen- 
tally dependent on those communities. The communities, therefore, 
assume the obligation of providing for the material needs of the 
members. 

According to the 1983 data provided in the Compensation Survey 
conducted by the National Association of Treasurers of Religious in- 
stitutes, stipends foi religious in the educational apostolate vary fron- 
$200 to $900 per month, in addition to the stipend, usual benefi 
include health insurance, retiremer pension, housing, ant* 
transportation. 7 

The exact benefits provided to religious are sometimes determin- 
ed by individual dioceses, parishes or schools. However, in other 
instances, benefits are established by the bishops and general 
superiors of an entire state. This agreement, then, becomes the norm 
for providing benefits to all religious who are ministering in the state. 
(Refer to Appendix C for sample State Agreement.) 



A leave is an absence from one's work assignment and may be 
with or without pay. Kirds of leaves and regulations pertaining to 
leaves must be spelled out in detail in personnel practices. Such 
issues as length of time, compensation and fringe benefits during 
leaves, retention of seniority, renewal of leaves and the right to return 
to service are those commonly addressed in leave practices. Some 
prevailing leaves are: 
1. Sick leave 



Leaves 
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2. Short term leaves 

a. Funeral or critical illness 

b. Personal 

c. Emergency 

d. Professional 
e Paternity 

f. Jury duty 

3. Long term leaves 

a. Maternity/adoption 

b. Sabbatical 

c Extended personal illness 

(Refer to Appendix D for more detailed examples of these leaves.) 
Salary Survey Research 

As part of a salary study undertaken by ihe Department of Educa- 
tion and the Board of Education of the Youngstown, Ohio Diocese, 
a national survey was conducted in June, 1984. Surveys were sent 
to all superintendents of the Catholic dioceses of the United States 
which numbered 168. Questions were asked about the following 
topics (refer to Appendix E for Survey Questionnaire): 

A. Number of teachers 

1. Lay/religious 

2. Elementary/high school 

B. Teacher salaries 

1. Method of establishing 

2. Average salary 

3. Comparison between elementary and high school 
Unionization 

Sevjnty-six percent (76%) of the dioceses responded. 

Information gathered indicated that 78 percent of the teachers in 
Catholic schools throughout the country are lay teachers and that 
67 percent of the teachers are teaching in elementary schools. Fif- 
teen percent of the dioceses reported that teachers in some schools 
are unionized. The percentage of unionization is somewhat higher 
in the eastern part of the country and is higher among high school 
teachers than among elementary teachers. 

Teacher salary scales are established either by the diocese for all 
teachers in the diocese or at the parish or high school level. However, 
69 percent of elementary teachers' salaries are determined at the 
parish level and 72 percent of high school teachers' salaries are set 
by the individual high school. 

Only 17 percent of the dioceses reported that teachers' salaries are 
the same for elementary and high school teachers. 
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The average elementary lay teacher beginning salary is $10,114 
and the beginning salary range is $7,000— $13,257. The average high 
school lay teacher starting salary is $11,7.34 and the starting range 
is $7,000-$16,000. 

Eighty-one percent of the dioceses indicated that elementary and 
high school teachers receive the same fringe benefits and 68 per- 
cent of the dioceses reported that benefits are determined by the 
diocese rather than by the parish or high school. 

In summary, this research indicates that: 

1 . there are about four lay teachers for every religious in the Catholic 
schools in the United States; 

2. usually, elementary lay teachers' salaries are somewhat lower than 
high school teachers' salaries; 

3. the majority of teachers in the Catholic schools are not unionized. 
Salary and benefits are not the only things that count for teachers 

in Catholic schools. They are, however, important to teachers and 
recognized as such by the church. The complex process of 
establishing salaries deserves all the consideration necessary for the 
just remuneration of all teachers. 

Appendices 

A— Sample 1 Salary Scale— Single Index 

A— Sample 2 Salary Scale— Two Indices 

B— Sample 1 Administrator Salary Criteria— Merit Pay Plan 

B— Sample 2 Merit Pay Plan Sample 

C— Religious Stipend and Benefits— Sample State Agreement 

D— Sample Leave Practices 

E— Salary Survey Questionnaire 
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APPENDIX A 
Sample 1 

SALARY SCALE 
SINGLE INDEX 



Step 


Index 


BA 


Index 


BA + 15 


I 


1.00 


8,700 


1.05 


9,135 


II 


1.05 


9,135 


1.1 


9,570 


III 


1.1 


9,570 


1.15 


10,005 


IV 


1.15 


10,005 


1.2 


10,440 


V 


1.2 


10,440 


1.25 


10,875 


VI 


1.25 


10,875 


1.3 


11,310 


VII 


1.3 


11,310 


1.35 


11,745 


VIII 


1.35 


11,745 


1.4 


12,180 


IX 


1.4 


12,180 


1.45 


12,615 


X 


1.45 


12,615 


1.5 


13,050 


XI 


1.5 


13,050 


1.55 


13,485 


XII 


1.55 


13,485 


1.6 


13,920 


XIII 


1.6 


13,920 


1.65 


14,355 


XIV 


1.65 


14,355 


1.7 


14,790 


XV 


1.7 


14,790 


1.75 


15,225 



Index MA 

Tl 9,570 

1.15 10,005 

1.2 10,440 
1.25 10,875 

1.3 11,310 
1.35 11,745 

1.4 12,180 
1.45 12,615 

1.5 13,050 
1.55 13,485 

1.6 13,920 
1.65 14,355 

1.7 14,790 
1.75 15,225 

1.8 15,600 
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SALARY SCALES 
TWO INDICES 



BA 



BA + 15 



MA 
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MA +15 



STEP" 



MA + 30 





Index 


Salary 


Index 


Salary 


Index 


Salary 


Index 


Salary 


Index 


Salary 


1 


1.000 


$12,745 


1.045 


$13,319 


1.10 


$14,020 


1.15 


$14,657 


1.20 


$15,294 


2 


1.045 


13,319 


1.090 


13,892 


1.15 


14,657 


1.20 


15,294 


1.25 


15,931 


3 


1.090 


13,892 


1.135 


14,466 


1.20 


15,294 


1.25 


15,931 


1.30 


16,569 


4 


1.135 


14,466 


1.180 


15,039 


1.25 


15,931 


1.30 


16,569 


1.35 


17,206 


5 


1.180 


15,039 


1.225 


15,613 


1.30 


16,569 


1.35 


17,206 


1.40 


17,843 


6 


1.225 


15,613 


1.270 


16,186 


1.35 


17,206 


1.40 


17,843 


1.45 


18,480 


7 


1,270 


16,186 


1.315 


16,760 


1.40 


17,843 


1.45 


18,480 


1.50 


19,118 


8 


1.315 


16,760 


1.360 


17,333 


1.45 


18,480 


1.50 


19,118 


1.55 


19,755 


9 


1.360 


17,333 


1.405 


17,907 


1.50 


19,11* 


1.55 


19,755 


1.60 


20,392 


10 


1.405 


17,907 


1.4J50 


18,480 


1.55 


19,755 


1.60 


20,392 


1.65 


21,029 


11 


1.450 


18,480 


1.495 


19,054 


1.60 


20,392 


1.65 


21,029 


1.70 


21,667 


12 


1.495 


19,051 


1.540 


19,627 


1.65 


21,019 


1.70 


21,667 


1.75 


22,304 


13 


1.540 


19,627 


1.585 


20,201 


1.70 


21,667 


1.75 


22,304 


1.80 


22,941 


14 


1.585 


20,201 


1.630 


20,774 


1.75 


22,304 


1.80 


22,041 


1.85 


23,578 


15 


1.630 


20,774 


1.675 


21,348 


1.80 


22,941 


1.85 


23,578 


1.90 


24,216 


18 


1.675 


21,348 


1.720 


21,921 


1.85 


23,578 


1.90 


24,216 


1.95 


?4,853 


21 


1.720 


21,921 


1.765 


22,495 


1.90 


24,216 


1.95 


24,853 


2.00 


5,490 
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APPENDIX B 
Sample 1 



ADMINISTRATOR SALARY CRITERIA 
MERIT PAY PLAN 

LEVELS: 

Level 1: High school and elementary school assistant 
principals. 

Level 2: High school and elementary school principals. 
Department of Education staff. 

BASE 

Level 1: $11,000 
Level 2: $15,000 

KNOWLEDGE 

Includes degree, state and religious education 
certification, and total years experience. 

A. Degree and Standard State Certification: 
MA Base Figure 

MA +15 +5% of Base 
MA + 30 +10% of Base 
MA + 45 +15% of Base 
PhD +20% of Base 

Religious Education Certification 
Advanced Level B (Undergraduate) 
Advanced Level C (Undergraduate) 
Advanced Level D (Graduate) 
Advanced Level E (Graduate) 

B. Years of Experience: 
1% of Base per year 

RESPONSIBILITY: 

School size and staff size 
A. School Size: 

0-200 2% of Base 

201-400 4% of Base 

401-600 6% of Base 

601-800 8% of Base 

801-1000 10% of Base 

1001-1200 12% of Base 

1201-1400 14% of Base 

1401-1600 16% of Base 
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APPENDIX B 
Sample 1 continued 



B. Staff Size: 

0-10 2% of Base 

11-20 4% of Base 

21-30 6% of Base 

31-40 8% of Base 

41-50 10% of Base 

51—60 12% of Base 

61-70 14% of Base 

71—80 16% of Base 



PERFORMANCE: 

Percentage of base will be determined on the achievement of 
measurable objectives established for the previous school year. 
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APPENDIX B 

MERIT PAY PLAN SAMPLE SamplC 2 
Mrs. Heidi Thompson is an elementary school principal who has 
a master's degree and fourteen years' expei^nce. Mrs. Thompson 
is principal of a s hool with an enrollment of 250 students and has 
a siaff of sixteen teachers. 

NAML3 Mrs TJpirti Thnmm 0n 

POSI . ION KlpmPnt ary p r j r 

SCHOOL St. Ann .^hn 0 1 



1984-1985 SALARY 
Level 2 

1 BASE $15,000 
H KNOWLEDGE 

Degree and Certification 
Status (Religious Educa- 
tion and State) $ 750 MA+ 15— .icrement 

of 5% of base 

Total Years of Experience $ 2,100 14 years' experience 

times 1% of 
base 

III. RESPONSIBILITY 

School Size: 250 5 600 Refer to Appendix 

Staf oae: 16 $ 600 Refer to Appendix 

B-! 

(Inclu ''ng Government 
Programs) 

IV PAST PERFORMANCE 

(Cumulative) $ 4,793 Amount carrieo over 

from 1983-84 
school vear 
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APPENDIX B 
SAMPLE 2 continued 



V. CURRENT 

PERFORMANCE $ 1,350 Determined by 

Superinten- 
dent on base 
of achieve- 
ment of per- 
formance ob- 
jectives 
amount * a 
percentage of 
base 

VI. TOTAL $25,198 

VII. CURRENT SALARY $22,948 Salary figure foi pre- 
vious year 

VIII. DIFFERENCE $ 1,500 6.5% 
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APPENDIX C 



SCHEDULE FOR WOMEN RELIGIOUS STIPENDS 
AND BENEFITS 
BEGINNING JULY 1, 1983 TO JUNE 30, 1986 
A. Stipend 

1 The ordinary stipend to the congregation for services, per Sister, 
is $700 per month, 1983-84, $750 per month, 1984-85; and $800 
per month, 1985-86. 

Sisters giving part-time service in a program receive a prorated 
stipend, depending upon the portion of time for which they are 
serving. For each Sister, a contract is to be drawn between the 
congregation and the parish/institutior indicating conditions of 
service, e.g., months of service, vacation, etc. Local diocesan 
policies regarding sick leave, holidays, holydays, etc., are to be 
observed. 
E. Hospitalization 

The parish jr institution paying the stipend for the Sister, 
whether she is serving full-time or part-time, is to pay the total 
cost of hospital and medical insurance, including major medical; 
and it should cover the twelve months of the year, unless earlier 
coverage is provided by a new employer. Hospitalization will be 
on a diocesan plan or an equivalent amount paid to a congrega- 
tional plan. 

Waen a Sister withdraws because of health reasons, she is to 
be covered for the entire twelve months. This would not apply 
; ie congregation withdraws a Sister for another reason. The 
cnange of plans should be completed at the end of the month 
when the Sister is withdrawn by the congregation. 

C. Retirement 

The parish or institution pays the full retirement benefit for 
each full-time Sister to her congregation. Retirement benefits for 
those Sisters working part-time will be prorated. Full retirement 
benefits are: $800 per year, 1983-84; $850 per year, 1984-85; and 
$900 per year, 1985-86. 

D. Living Quarters 

The parish or institution is responsible for prodding and main- 
taining completely furnished living quarters for the Sisters who 
share in its apostolate. 
1. Parish or Institution with Convent 

Ordinarily, the convent will be used for living quarters. If 

the religious chooses not to use the convent, the parish or in- 



ERIC 



57 52 



stitution has no responsibility to provide Other housing with 
the following exceptions: 

a. Sisters in an intercommunity staffing situation not living in 
the parish convent will receive fd living quarters per Sister 
per year: $900 in 1983-84; $1,000 in 1984-85; $1,100 in 
1985-86. 

b. In the above agreement, no more than $900, $1,000, or 
$1,100 in the respective years may be charged for living 
quarters. 

2. Parish or Institution without Convent 

A living-quprters allowance per Sister per year will be paid 
by the parisli or institution where the Sister is serving to th ■ 
congregation as follows: $900 in 1983-84, $1,000 in 1984-85; 
and $1,100 in 1985-86. 

3. Exceptions 

Retired Sisters, or other Sisters not receiving stipends, liv- 
ing in a parish or institution convent will not be charged for 
living quarters unless additional expenses are entailed. 
E. Transportation 

The parish or institution is responsible for providing for the 
transportation needs of the Sisters sharing in its apostolate. 

Sections 1 and 2 below represent options that can be exercised 
by mutual agreement between the pastor or administrator nd 
the Religious Congregation. If other agreements have aire* Jy 
been entered into on the part of the Congregation and parish/ : n- 
stitution, a change must be mutually agreed upon. Otherwise the 
stipulations listed below apply: 

1. The parith or institution provides the vehicle, gas, 
maintenance, insurance, etc., for the complete operation of 
the automobile. The car is available for a twelve-month period. 
For extended personal trips, e.g. vacation, the Congregation 
negotiates with the parish/institution. 

It is recommended that, if more than four Sisters serve parish 
or institution, a second car be provided. 

2. If the Religious Congregation provides the vehicle, the parish 
or institution will pay an amount per year for replacement 
costs of the car to be equal to one-fifth the total purchase price 
of the car; in addition, it will pay the actual cost for operating 
the car. No cost per mile figures should be used since such 
figures generally include depreciation which has already been 
covered by the payment for replacement costs. 

3. When Sisters use local public transportation, the parish or in- 
stitution will reimburse the congregation for actual costs. 
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4. Other options for transportation are under study and may be 
offered for implementation during the course of this contract. 
F. General 

The Bishops will administer and interpret the above agreement. 
Religious Congregations who find it difficult or impossible to ob- 
tain the stipend and benefits listed may appeal to the Ordinary 
or his delegate for resoluVon. 

Where an exceptional s nation warrants a change from the pro- 
visions of this agreement, an alternate proposal must have the 
approval of the Religious Congregation, the parish or institution, 
and the Ordinary or his delegate. Such a request for an exception 
may come from the Religious Congregation or from the parish 
or institution. 

Some Congregations may feel they do not need the amounts 
specified. If this is the case, the major superiors of the Congrega- 
tion may choose to return part of the compensation as a cash gift 
to subsidize ministry at the given parish or institution, or 
elsewhere. 



ERJC 



5'J 

54 



APPENDIX D 
LEAVES 



1. Sick Leaves 

a. A teacher shall be permitted one-and-one half (IV2) days of 
absence for personal illness without salary deduction for each 
month of employment (September-June) completed (15 days 
per year) and such days shall be limited to a cumulative total 
of 150 days. 

b. When a teacher's sick leave account is depleted, a day's salary 
is deducted for each day's absence. 

c. A teacher who has exhausted his/her s>,k leave, or a new 
teacher, may be advanced sick leave which could be earned 
during the remainder of the year. Unearned sick leave charg- 
ed to a teacher will, at the end of the contract year, result in 
loss of pay for the days unearned. 

2. Short Term Leaves 

a. Leave for family death 

1. A teacher shall be permitted a maximum of five days per 
year for absence due to critical illness or death of a member 
of the family (child, parent, grandparent, brother, sister, 
spouse or other relative living in the same household) 
without deduction from the unused portion of the teacher's 
sick leave account. 

2. A teacher shall be entitled to one day funeral leave for the 
death of pare nts-ir -law, brothers-in-law, sisters-in-law, 
aunts, uncles, nieces, rephews and grandchildren without 
deduction from the unused portion of Jie teacher's sick leave 
account. 

3. If more than the allowed number of days are taken, those days 
will be deducted from the unused portion of the teacher's sick 
leave. 

b. Personal Leave 

1 . A teacher may be absent for personal reasons without salary 
or sick leave deductions not more than one day in any one 
school year. If a teacher takes more than one day, he/she 
will receive a deduction from his/her salary (not sick leave) 
for each day over the allowed one day. 

2. Except in cases of emergency, requests for personal leave 
shall be submitted, in writing, to the principal in advance 
of the anticipated absence at hast 48 hours prior to plann- 
ed personal leave. Personal leave days do not accrue from 
year-to-year. 
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c. Emergency Leave 

1. Teachers are permitted one day of emergency leave annual- 
ly, subject to administrative approval. Webster defines 
emergency" a« an unforeseen happening or condition re- 
quiring promp attention. The Board defines it as a condi- 
tion or urgency so important that absence from school is re- 
quired to resolve the contingency. Emergency leave shall 
be charged to the unused portion of the teacher's sick leave 
account. Emergency leave days do not acr-ie from 
y^ar-to-year. 

Approved emergency leaves are for such purposes as: 

a. Attendance at the funeral of a close friend or distant 
relative. 

b. Attending to legal or business affairs which cannot be 
resolved except during the hours school is in session This 
does not apply if request relates to « second job or an 
individually-owned business. 

c. Being with a husband, wife or child leaving for foreign 
military service on a school day or taking a child back 
to college. 

d. Weather conditions so bad as to make it impossible for 
a teacher to come to school. 

d. Professional Leave 

1. With the approval of the principal, teachers shall be granted 
without salary deduction, not more than two days per year 
to visit another school or to attend local, district, state and 
national meetings or conferences of a professional nature 
The parish will pay for the cost of a substitute but will .iot 
be responsible for any other financial obligation (fees 
transportation, meals, etc.) 

2. Requests for such professional leave shall be made to the 
principal at least feven days before the anticipated absence 
unless it can be shown that late notification necessitates a 
waiver of this time requirement. 

A teacher shall submit written documentation to validate 
attendance at scdi visitations, conferences or meetings 

Such professional leave days shall not be deducted from 
the teacher's accumulated sick leave days. 
. Paternity Leave 

1 • A total of two days of paternity leave shall be granted to each 
male teacher for the following reasons: 

a. to take his wife to the hospital; 

b. to take his wife home from the hos <ital; 
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c. to stay with his wif.i in the event of complications. 
2. Such days will be charged to the unused portion of the 
teacher's sick leave eccount. 
f. Jury Duty Leave 

1. The teacher is to recei 'e, from the parish, the difference bet- 
ween his/her weekly \ ay and the amount received while on 
jury duty. 

2. A teacher will be expected to teach on days when the jury 
is not in session. 

3. No days are to be deducted from the teacher's sick leave 
account. 

3. Long Term Leaves 

a. Maternity/Adoption Leave 

1. A teacher may request and shall be granted an unpaid 
pregnancy leave of absence on the conditions set forth 
\ elow. 

2. A teacher shall notify the principal and the superintendent's 
office , in writing, of her intent to .ake a pregnancy leave of 
absence. The notice must contain all necessary information 
including t le anticipated date of delivery. This notice must 
also be accompanied by a letter from the teacher's physi- 
cian stating that she is physically capable of continuing to 
perform her duties and up to what date, in the opinion of 
the physician, she will remain capable of performing those 
dutres. 

3. Upon receipt of the information, the superintendent's office 
shall confirm, in writing, the pregnancy leave of absence. 

4. The pregnancy leave shall extend to the child's first birth- 
da/ but may, at the option of the teacher, be for a shorter 
period of time. The teacher shall notify the principal and 
the superintendent's office in writing, at least 30 calendar 
days prior to her date of return. Such notification shall be 
accompanied by a letter from her physician stating that, in 
his/her opinion, she is capable of resuming her teaching 
duties. 

5. When the requested date of return substantially interferes 
with the continuity o f instruction, then the principal or 
superintendent's office may adjust those dates to a more 
suitable time. 

The teacher shall be notified, in writing, concerning any 
adjustment of said dates. 

6. If a teacher's maternity leave extends into the summer 
preceding the school year in which she expects to return, 
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she should write her letter of intent to return to her teaching 
position by April 10, so that no other teacher will be hired 
to take her place. 
7. Sick leave may be paid to a teacher on pregnancy leave of 
absence only upon writ* certification by the teacher's at- 
tending physician of the teacher's disaoility by reason of 
pregnancy or pregnancy-related condition during the period 
of the pregnancy icave of absence specifying the exact 
number of days of such disability. However, such certifica- 
tion shall not be binding on the Board. The Board reserves 
the right to require a statement from the teacher's attending 
physician from time to-time regarding the teacher's 
condition. 

8. When the teacher returns, she will return to a position in 
the school, but not necessarily the one she left. 

9. When the teachsr is reinstated, she will advance to the next 
step of the pay scale if she has completed at least 120 days 
of the previous working year. 

10. When a teacher is hired to replace a teacher on maternity 
leave this must be clearly stated on the contract signed by 
the replacement teacher indicating the name of the teacher 
being replaced. Accordingly, when the teacher being replac- 
ed returns to her position, the teacher hired as the replace- 
ment clearly understands that he/she no longer has a posi- 
tion. 

b. Sabbatical Leave 

1. A sabbatical leave of absence will be granted for one year 
and must be concurrent with the school year. 

2. No more than two members of the total number o* teachers 
in each county will be granted leave under this section at 
any one time. 

3. The teacher shall present to the supeiintendent a plan 
outlining the purpose and goal of the sabbatical leave. Such 
a plan will have as its primary purpose professional growth 
and must constitute a full-time program as defined by the 
university of attendance and meet with the approval of the 
superintendent. 

4. Remuneration to the teacher on a sabbatical leave shall be 
the difference between the replacement teacher's salary 
and the teacher's expected salary for one year of leave. 

5. Intent to apply for sabbatical leave shall be submitted no 
later than April 1. Finalization of the leave must be com- 
pleted by June 1. 
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6. At the conclusion of the leave, the teacher shall present 
evidence that the plan was pursueJ. He/she may be re- 
quired to return to the school system for a period of at least 
one year. If, against the wishes of the parish, the teacher 
fails to return for one year of service, he/she shall be re- 
quired to refund the ir»oney which was advanced. Other 
failure to substantially fulfill the program as approved by 
the superintendent shall be cause for refund of the money 
advanced by the parish. 

7. A teacher returning from sabbatical leave shall be placed 
on the salary schedule without having lost an increment 
step. The time spent on sabbatical shall be considered ? year 
of experience. 

8. Teachers who are on sabbatical leave shall retain all in- 
surance, pension and other benefits in conformity with the 
contract and benefit plan requirements, provided that the 
teacher pays all amounts (including contrioutions normal- 
ly paid by the parish) as billed, necessary or required under 
any such insurance, pension cr other benefit plan. 

c. Extended Personal Illness Leave 

1 . A leave of absence of one year duration may be granted 
and is not renewable. A leave of absence may be granted 
only for reasons of health verified by a doctor's statement 
or for further academic preparation. 

2. A leave of absence must be concurrent with the school year. 

3. A teacher who is granted a leave of absence is paid no salary 
for his/her year of leave. 

4. Upon return to the system, the teacher shall be placed on 
the salary step following the step which he/she was paid 
on his/her last contract. 
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AFPENDIX E 

Diocese of Youngstown 
Department of Education 
LAY TEACHER SALARY QUESTIONNAIRE 

Diocese State 

DIRECTIONS: Please answer the following questions by checking 
the appropriate blank or by providing a brief narrative response. 

1. How many teachers are in the diocese? 

Elementary High School 
Religious Religious 

Lay Lay 

2. Are the teachers of the diocese unionized? 

Elementary High School 

Yes Yes 

No No 

3. If the teachers are unionized, with whom does the union 
negotiate? 

Diocese 

Parish/High School 

Other 

4. Do elementary and high school teachers have the same salary 
scales? 

Yes 

No 

5. If elementary and high school teachers do not have the same 
salary scales, how does the discrepancy affect the relationship 
between the two groups? 




6. If the elementary and high school teachers do not have the same 
salary scales do you plan to work toward a uniform scale in the 
near future? 

Yes 

No 

7. Are salary scales established by the diocese or by individual 

60 

65 



parish/high school 7 
Diocese 



Parish/High School 

8. Describe the method or process used to establish salary scales. 



9. If salary scales are established K the parish level, is there 
diocesan review or approval of the established scales? 

Yes By Whom? 

No 

10. Do elementary and high school teachers receive the same fringe 
benefits? 

Yes 

No 

11. Are benefit packages determined by the diocese or by the in- 
dividual parish/high school? 

Diocese 

Parish/High School 

12. Do parishes and/or high schools have high school/parish school 
boards? 

Yes 

No 

13. V^hat is the 1984-85 starting salary for a teacher with a Bachelor 
Degree and standard certification? 

Elementary 

High School 

14. Do the teachers and pastors seem to be relatively happy 
(satisfied?) with the salary process being used in your diocese? 



I am interested in receiving the results of this salary study. 

Yes 

No 
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SUMMARY 



1. The task of establishing salaries, which is one form of compen- 
sation, is complex. It is a blending of employee needs with 
employer resources. The church has addressed the subj^c ,.:any 
times from Pope Leo XIII's Rerum Novarum (188 1 , to Pope John 
Paul H's Labor em Exercens (1981). 

2 \ study of employee unionization indicates five principal 
employer errors— minimal information about company's health, 
introduction of change without notice or explanation, employer 
decisions about employee wants, employer pressure for coopera- 
tion, downplay of employee dissatisfaction. 

3. A process which addresses compensat. i of educators reqt ires 
involvement of those affected teachers, parents, parishioners, 
principal, pastor. These participants will require preparation and 
delineation of group as well as individual responsibility. 

4. Information is a key ingredient for the group. Such information 
should include compensation provided by other Catholic schools, 
dioceses, and public schools as well as employee needs, employer 
resources, and legal requirements. 

5. The process is a group process and it is suggested that decisions 
be made by consensus rather than majority vote. Thus, in-service 
will need to be provided in group dynamics, problem solving, 
conflict resolution, consensus decision-making, etc. 

6. Group problem solving guides are: define subject; propose alter- 
native solutions, analyze alternative solutions; select best solu- 
tion; plan solution implementation; implement solution; evaluate 
solution. 

7. Prayer and reflection must be an integral part of process but may 
not be used to avoid responsibility. 

8. Process should be initiated and completed in sufficient time to 
allow for planning and budgeting for the next year. 

9. Process is not a panacea. Conflict and frustration will be ex- 
perienced. Participants' attitude toward group process and solu- 
tion is critical to success. 

10. Wages plans include both sakry and benefits and i ^nuire dollar 
investment by employer. 

11. Federal, state and local laws and regulations must be observed, 
e.g. Equal Pay Act, Civil Rjghts Act, Fair Labor Standards Act, 
etc. 

12. Most frequently used salary plan is the indexed scale. Two com- 
mon factors in such scale are years of servic? and education 
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beyond minimum required for certification. 

13. Some elements of a merit pay plan are amount of responsibility, 
evaluation of past performance, ir addition to credit for further 
education and years of service. Such plan affords flexibility. 

14. Employers invest substantial dollars in fringe benefits such as 
group medical and death benefits, pension, tuition, credit union. 
Fringe benefits should be determined on the ba^'s of employe* 
needs. Fringe benefit plans must be communicated and explained 
to beneficiaries. 

15. Compensation for members of Religious Communities include 
stipend and benefits, e.g., health insurance, retirement pension, 
housing and transportation. Exact benefits are determined in 
several ways, e.g., by individual dioceses, parishes or schools 
or by bishops and general superiors of an entire state. 

16. A leave is an absence from one's work assignment and may be 
with or without pay. Typical leaves are sick leave, short-term 
leaves (funeral, emergency, professional, etc.), and long-term 
leaves (maternity, sabbatical, etc.). 

17. A natioiial survey regarding number of teachers, teacher salaries, 
and unionization was conducted in June, 1984 by the Diocese 
of Youngstown, Caio, Department of Education. The survey in- 
dicated that: there are four lay teachers ror every religious in 
Catholic schools; usually, elementary lay teachers' salaries were 
somewhat lower thar high school teachers' salaries; majority of 
teachers in Catholic schools are not unionized. 
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CHAPTER IV 

NEW WINE IN NEW 
WINESKINS: 
CHALLENGE TO 
ADMINISTRATORS 

by 

Muriel Young, C.D.P. 



With over 43 years of teaching and administration in Catholic schools, 
Sister Muriel is currently Educational Consultant for the Diocese of 
Pittsburgh. 

CHALLENGE 

"People do not pour new wine into old wineskins. If they 
do, the skins burst, the new wine spills out, and the skins are 
ruined. No, they nour new wine into new wineskins; in that 
way both are preserved." 

Ma.thew 9:17 

Catholic education must always be alert to the signs of the times. 
To be contemporary and futuristic without abandoning useful tradi- 
tion is to keep an eye focused on the world and an ear attuned to 
God. Outdated forms of education and policies not informed by con- 
temporary wisdom must be set aside by the Catholic educator. 
Holding on to old ways of doing things in a new age is not what the 
biblical adage recommends. It is a new age. Therefore, new and bet- 
ter policies and practices must be operative in the Catholic school 
system if the long tradition of faith is to be preserved by this genera- 
tion of educators and students. 

From the Second Vatican Council in 1965, which directs that "in 
the establishment and direction of Catholic schools attention must 
be paid to contemporary needs", 1 to the latest directive in 1982 which 
calls for an awareness of change that affects every aspect of life, 2 
the church brings to the attention of all its faithful the need for study 
and vision in answering the call to continue the long history of a 
teaching church. 

The documents continually draw attention to the responsibility c r 
teachers to be concrete examn^s of Christian living, to mir* r for 
the educational community the commitment of one inspired by the 
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gospel. 3 Teachers are expected to be certified, to be well prepared 
both in the professional and religious realms. They need to fulfill 
these obligations towards excellence in teaching by reflecting modern 
day findings/ In addition, an adequate formation in Christian liv- 
ing is an indispensable duty which requires administrators to offer 
such opportunities and .equires teachers to respond. 5 

If teachers in Catholic schools are expec^d to integrate life ex- 
periences, culture and faith, 6 if they're to be examples of service, 
of faith community, and models of professional skills, then policies 
and prac^ces must continually be evaluated, and changes properly 
made so that the new wineskins will securely contain their treasured 
content. 

Many schools under the guidance of apostolic men and women 
constantly touch with new developing theological, psychological, 
and pedagogical trends, continue to develop and serve the church 
in its vision of creating the new city of God. Teachers realize their 
abilit y in a graced vocation to respond to the duties and respon- 
sibilities of a new era where global concerns, issues of justice, and 
the cry foi peace are no longer pious or spiritual reading, but a call 
to develop a social conscience in today's twenty-first century adults, 
^he soci .1 conscience will stretch enough to hold the new wine 
securely. 

The hope is that in all Catholic schools, administrators and teachers 
will feel the need for self -appraisal in such a way that the need for 
collaboration, irtpp Tica'ion, risk taking, and a willingness to change 
will allow Catholic education to become the new wineskin which 
will preser\e the new wine. It is hoped that some of the following 
information, practices, and models will help those who search for 
the city of God, to find it through a gracious, Wing responsibility. 

ORIENTATION OF NEW PERSONNEL 

If done professional and sensitively, orientation will contribute 
to a smooth and friendly entrance into the faith community. Orien- 
tation includes all types of help given to new teachers to help them 
adjust to their position More rapidly and more successfully. 7 

Three different types of orientation exist and all could be very 
valuable and suppcrtive to the new Catholic educator. Sensitivity 
to teachds would assure that material presented in these orienta- 
tions complement and not duplicate other material. 
Diocesan Office Orientation 
This is usually given by diocesan office personnel. Often the 
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superintendent of schools and other school office personnel are in- 
tioduced to the new teachers, and a short welcome and briefing are 
given on the unique role and distinctive character of Catholic schools. 
Special diocesan programs and policies are often explained. 
An acceptable agenda for the process might be: 

1. Welcome and invitaiion to join the Catholic school family 

2. Introduction to diocesan school office personnel 

3. Brief description of Catholic school uniqueness in the diocese 

4. Explanation of Christian formation programs offered at the 
diocesan level 

5. An overview of special programs required at the diocesan level, 
for example, continuous progress, education for justice, vision and 
values. 

Initial Individual Orientation 

Even though the diocesan school office may provide orientation 
days for new teachers relative to diocesan policy, the success of new 
teachers and tbeir integration into the total school program depends 
upon the quality of the local administration's briefing. New teachers 
coming into the system vary greatly in preparation, experience, in- 
terest, and creativity. 

In preparing for individual orientation after a teacher has been 
hired, the usual procedure is to estimate how much help the teacher 
should receive. How much academic preparation and experience has 
this professional had? Was the experience in public or Catholic 
schools? Is the person a graduate of a Catholic college? 

The principal needs to get to know eacli new teacher and to meet 
special needs tha* may be observed or requested. 

The following guidelines will help principals to acquaint new 
♦eachers with individual responsibilities. 

1. Curriculum 

Manuals, textbooks, curriculum guidelines are discussed. 

2. Handbook 

The teacher should receive the "Handbook of School Policies" 
in advance of the orientation meeting to clarify questions centered 
on the handbook. Personnel policies will be a great part of this 
handbook. Discussing them prior to the opening of school could 
eliminate many future problems. 

3. Co-Curricular 

Special duties assigned to the teacher, such as responsibilities for 
safety patrol, student council, etc. should be explained. 

4. Job Expectations 

Lesson planning supervision, classroom management. 
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5. Religious Expectations 

Certification of religion teachers should be explained, liturgical 
practices, customs for player and sacramental opportunities 
clarified. 

Staff Orientation 

Orienting new teachers takes time. Planning and organization is 
necassary. After individual orientation, the new teachers should be 
introduced tc one another and to other staff members. This first 
meeting is the heart of the orientation program. An informal gather- 
ing where a social atmosphere prevails will give the new teachers 
a feeling of being welcomed and accepted by the staff. It can help 
to set a conducive environment for the building of a faith communi- 
ty. After the informal gathering, the principal should talk about the 
distinctive character of a Catholic school, the specific philosophy of 
the school, the need to set goals collegiaily, and the curriculum. Some 
information should be given about the student body, the civic com- 
munity, and special programs. A briefing should be given on the ''Vi- 
sion and Values" program of the NCEA or the values program be- 
ing used. Lines of authority should be explained. 

A brief -'erall view of the school should be given at this time. 
New teachers need this kind of exposure to feel comfortable. The 
following places should be pointed out: 

Entrances and Exits (proceduies for dismissal may be explained at 

this time) 
Offices 

Faculty rooms 
Rest rooms 
Cafeteria 
Library 

Gymnasium— Auditorium 
Computer room 
Curriculum materials room 
Activities room 
Learning center 
Classrooms 
Guidance room 
Health room 
Fire alarm boxes 

The c* ^al part of the orientation program should be supplying 
new :eachers with ir formation and the materials that will help them 
to be effective in the performance of their instructional duties. 
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Handbooks 

The Handbooks (faculty parents, students) are given to the new 
teachers prior to the initial orientation. However, at this time, areas 
of emphasis should be brought to the attention of the teachers. 

Faculty Folder 

A folder should be supplied containing schedules, bulletins of 
special significance, information to be supplied to substitute teachers, 
forms required by the office, for example, absentees, cafeteria count. 

Materials 

Supplies ordinarily used *>y teachers should be distributed: plan 
books, seating charts, attendance records, record Dooks, sample 
report cards, correcting pencils, paper clips, rubber bands, scotch 
tape. 

Time should be given during the orientation days for teachers to 
become acquainted with the curriculum materials ana supplies, to 
organize for the first day ot school, and to complete forms required 
by the office. 

The following guidelines may be used by the principal at the orien- 
tation to insure success in providing information for effective per- 
formance by teachers during the school year: 

1. Uniqueness of Catholic Schools 

2. Philosophy of the School 

3. Goals and Objectives 

4. Lines of Authority 

5. Expectations: 
Grading System 
Achievement Tests 
Lesson Planning 
Pupil Attendance Re< urd 
Pupil Records 
Meetings 

Means of Communication 
Forms 

Teacher Aides 
Transportation ot ^upilc 
Cafeteria Procedures 
Liturgies 
Library 
Schedules 
Fire Drill 

Evaluation and Supervision of Teachers 
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6. 

7. 

8. 

9. 
10. 
11. 
12. 
13. 
14. 




15. Instructional Equipment 

16. Government Programs 

17. Parent-Teacher Association 

18. Health Programs 

19. Extra-curriculai Activities 

Many principals arrange for a faculty liturgy and social following 
the faculty orientation. A welco is itcter from the Board of Educa- 
tion may be given at the social. Yce pastor should also be invited. 
Extended Orientation 

The following guidelines may be used by principals to extend the 
orientation of new teachers over a period of one to three years. Help 
may be given in these areas by the principal, educational consultants 
and other supervisory personnel. 
Expectancies 

Spiritual Growth of Teachers 
Grading System 

Achievement Tests-Administration of and Analysis 
Lesson Planning 
Record keeping 
Homework 

Preparation and Participation in Liturgy 
Teacher Aides 

Policy of Evaluafon and Supervision of Teachers 

Provision for Individual Differences 

Parent-teacher Conferences Discipline 

Extra-curricular Activities 

Strategies for Teaching 

Evaluation of Student's Work 

Adult Modelsh^ 

Use of Computers 

Class Management 

In-Service Programs 

Staff Development Programs 

Self Evaluation 

Inter-Intra Visitation 

COMPETENCIES 

in the long history of Caihuhc schools in this country, teachers 
have been called upon to be well prepared for the task of teaching. 
The church has consistently called for competent teachers in both 
the professional and spiritual aspects of the teaching vocation. 



70 

75 



The Declaration on Christian Education indicates the great need for 
special training in both secular and religious knowledge. It expresses 
a concern that teachers be appropriately certified and well equip- 
ped to perform their tasks in a way that is contemporary, and then 
asserts that teachers must give witness not only by their teachings 
but by their lives. 8 Competency, therefore, is expected of teachers 
in their preparation and in their performance as professionals and 
as Christian models in the school community. 

Because of the uniqueness of the Catholic sciool, there is great 
concern about the spiritual formation of teachers It is the teacher 
who imparts the distinctive character to Catholic schools. Cur- 
riculum, environment, administration, activities of all kinds, are 
areas where Catholic philosophy must penetrate. But, unless teachers 
communicate a "Christian vision of the world and of education" 9 
the school will not be Catholic. 

The church allows the teacher to sip of a new wine when it fo ;uses 
attention on the "vocation" of the teacher rather than a mare pro- 
fession. The competency of a teacher reaches beyond book 
knowledge, extending to a call to a legitimate defense of personal 
rights joined to detachment, generosity, and a life of personal com- 
mitment. 10 

Every lay educator, then, should "become fully aware of the im- 
portance, the richness, and the responsibility tc all of its demands, 
secure in the knowledge that their response is vital for the construc- 
tion and ongoing renewal of the earthly city, and for the evangeliza- 
tion of the world." 11 

Consequently, while the usual categories in defining competen- 
cies deal with such topics as classroom instruction, professional 
preparation, etc. a' this time m the history of the Catholic school, 
it is important to reflect upon the imperatives of the church in rela- 
tion to 'he duties of those responsible for Catholic education. 

An example of this reflection can be found in the Diocese of Pitt- 
sburgh. Here, the Federation of Pittsburgh Diocesan Secondary 
Teachers in their agreement with the Diocesan School Board are 
responsible to uphold the implementation of church directives. The 
agreement states: 

Whereas the Federation recognizes the sole right and duty 
of the Ordinary of the Diocese, functioning through the Board, 
to see that ihc schools are operated in accordance with the 
philosophy of Catholic education, the doctrines, the teachings, 
the laws and norms of the Catholic church are the sole 
prerogative of the Ordinary to determine what wili be taught 
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and who will be permitted to teach in the area of faith and 
morals, the doctrines, the teachings, the laws and norms of the 
Catholic Church. 

Whereas the Catholic school has a unique position in the 
catechetical ministry of the Church: "It is. . .widely recogniz- 
ed that Catholic schools are to be Communities of Faith in 
which the Christian message, the experience if community, 
worship, and social concern are integrated into the total ex- 
perience of student, parents, and members of the faculty." Na- 
tional Catechetical Directory 12 

At the elementary level, the Bishop of Pittsburgh, Bishop Bevilac- 
qua introduced the "Handbook of Personnel Policies and Practices" 
by stating that "the teacher in a Catholic school, no matter what the 
area of teaching competency might be, is required to be a model of 
Christian virtue for all students. 13 " 

It is the duty of the pastor, parish boards, and principals to 
implement diocesan policy in regard to the competencies ex- 
pected of teachers as called for in church documentation. 

Teachers are to be Catholic and are to live in conformity with 
the faith and moral principles as taught and explained by the 
Magisterium. This policy is in no way intended to prejudice 
the employment of other religious denominations currently 
teaching in the schools. Where it may become necessaiy to seek 
exceptions from this policy, permission is to be obtained fru.n 
the Catholic Schools Office. 

As minimal professional requireme nts, all teachers must have 
diocesan accreditation issued by the Catholic Schools Office. 
Within six years a teacher must acquire advanced instructional 
certification from the State of Pennsylvania. The following is 
required to obtain diocesan accreditation: 

1. Bachelor's Degree 

2. State Certification 

3. Twelve ( 12) credit hours of Catholic Philosophy and Theology 
or attendance and satisfactory completion of the prescribed 
course of study in Catholic Philosophy and T> ology as of- 
fered by the Catholic Diocese of Pittsburgh. 

My teacher in the first year of employment in the Diocese 
shall have two years to acquire Diocesan accreditation. 

All teachers of religion must conform with the certification 
requirements established by the Department of Religious 
Education of the Catholic Diocese of Pittsburgh. 14 
At the diocesan level and at the local level, administrators ar** 
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assuming responsibility for the provision of programs in the Chris- 
tian formation of teachers in Catholic schools. Retreat days or even- 
ings of recollection, meditation, contemplative spirituality courses, 
spiritual renewal opportunities, and resource books for forming faith 
communities are all developing resouices for fulfilling the goal of 
competent Catholic leadership in the teaching ministry. 

The emphasis placed on the Christian formation of teachers in no 
way lessens the responsibility for excellence in education. The usual 
competencies expected of teachers continue to prevail and stress is 
put upon principals to provide excellence in the areas of classroom 
instruction, classroom organization, preparation and use of instruc- 
tional materials, planning effective communication, consultation of 
individual students, professional participation, self -evaluation, and 
non-instructional tasks, for example, keeping attendance records, 
checking home assignments, etc. 

When administration and teachers realize the need for collabora- 
tion to fulfill the goals of Catholic education; when each is aware 
that excellence is the result of spiritual vision as well as academic 
preparation and that teachers do better when respected rather than 
inspected, Catholic schools will be true to the meaning of the Chris- 
tian message. 

A model for ex ected competencies of teachers is presented in 
"Guidelines for Selected Personnel Practices in Catholic Schools," 
published by the NCEA. 15 

Supervision 

Supervision as used in the context of this chapter refers to a ' pro- 
cess of facilitating the professional growth of a teacher primarily by 
giving the teacher feedback about classroom interactions, and help- 
ing the teachers to make use of that feedback in order to make 
teaching more effective." 16 In defining supervision in these terms, 
Dr. Alan Glatthorn acknowledges that some important methods of 
facilitating professional growth are excluded, such as in-service pro- 
grams and activities of teachers in the development of cuiriculum. 17 
While these areas may be included in supervision, for the purpose 
of this article they are not. 

Likewise, a distinction is being made here between supervision 
and evaluation. Often the two terms are used interchangeably. Since 
evaluation is not the same as supervision, although directly related, 
it will be treated separately in this article. 

There is, indeed, a great deal of ambiguity, complexity, and lack 
of agreement in the area of supervision and evaluation among to- 
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day's educational leaders. Regardless of the kind of supervisory con- 
ceptions adhered to, most seem to agree that the principal is the 
responsible agent for the process of supervision and evaluation. This 
responsibility may be an outgrowth of policy, tradition, or critical 
need. 

Because most administrators are managerially or organizationally 
directed, the delicate task of working with teachers tc improve in- 
struction can be lost in the every-day pressure of managing a school. 
Often, then, the importance of instructional leadership yields to the 
perceived imporcance of more pragmatic details. One example is 
from a Tennessee study done by Lovell and Phelps (1976): 
More than 80 percent of the teachers surveyed reported that 

they had not been observed during the year in question, and 

when observations were made, they typically were neither 

preceded nor followed by a conference. 18 
Since the educational leader in the school, namely the principal, 
often falters in this all-important function, it is necessary that it be 
stated in the principal's job description. One diocese puts it this way: 
The principal directs, supervises, and improves all areas of cur- 
riculum by appraising teacher performance through: 
1. Pre-ccnfcrencc for setting objectives 
°. Informal class visits 

3. Formal supervision at least three times per year 

4. Post-conferences for evaluating objectives and submitting the an- 
nual Professional Report. 19 

Variations of supervisory paradigms abound. Therefore, diocesan 
office personnel and other administrative leaders need to analyze 
the variations in accord with the philosophy which shapes the beliefs 
and behaviors of administrators and teachers. Also, under considera- 
tion must be the number of faculty members, the number of begin- 
ning teachers, and the time alloted for supervisory activities. 

Whatever form of supervision is used, it must always be in an in- 
terdependence mode; that is, decisions must be made collaborative- 
ly, emerging from responsible dialogue. 

The purpose of all supervision is eventually to lead to better in- 
struction. The beneficiary of supervision ultimately is the student. 

Clinical supervision, introduced in the 1970's by Cogan and 
Goldhammer, is used extensively not only in the United States, 
but internationally. 20 It is important to note, however, that after twen- 
ty years, clinical supervision has become a conceptual framework 
from which alternative designs have been generated. 

Glatthorn notes that, while clinical supervision is a complex pro- 
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cess involving eight steps as defined by Cogan, it can be simplified 

to the following description: 

It is an intensive process designed to improve instruction by 
conferring with the teacher on lesson planning, analyzing the 
observational data, and giving the teacher feedback about the 
observation. 21 

The following simplified forms are offered as an alternative model 
for principals and faculty members who choose to use a form of 
clinical supervision. 22 



EXAMPLE OF QUESTIONS ASKED 
PRE-OBSERVATION CONFERENCE 

Teacher Observer 

Subject Date 

1. Class Setting: 

a. What have you and the students been doing the p .3t several 
lessons? 

b. What is the topic of the lesson that will be observed? 

c. What is the physical setting of the class? 

2. Student Characteristics: 

a. Are there any prerequisite skills or knowledge needed by the 
students in order to accomplish the objectives? 

b. Are there any unique characteristics of the students in the class? 

3. Objectives: 

a. What are your objectives for this lesson? 

b. What will the learner be able to do after your instruction? 

4. Evaluation: 

a. How *vill you know if the students have achieved the objec- 
tives of the lesson? 

5. Instructional Strategies and Materials: 

a. What is your role in this lesson? 

b. How will the students be involved with you and with each 
other? 

c. What materials will you use in the lesson? 

6. Supervisory Role: 

a. What should I focus on while observing your class? 
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PRE-OBSERVATION CONFERENCE 



2. Student Characteristics: 



3. Objectives: 



4. Evaluation: 



5. Instructional Strategies and Matenals- 



6 Supervisory Role: 



Teacher. 



Observer 



Subject 



Date 



1. Class Setting. 
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POST-OBSERVATION CONFERENCE 
SUMMARY 



Teacher 



Observation Date 



Conference 



Subject 



Observer 



Instrument Used 



Lesson Reconstruction: 



Commendations: 



Recommendations: 



Signature of Teacher 



Signature of Observer 



The signature of the teacher does not necessarily indicate agreement 
with the conference. The signature indicates that the conference was 
held and that the teacher received a copy of the summary and the 
instruments used. 



Plains Local School, Canton, Ohio. 

Other methods of supervision used more frequently in he past 
decade in addition to clinical supervision are summarized by Glat- 
thorn in "A Workshop Packet for Catholic School Principals and 
Supervisors." 23 This packet of differentiated supervision gives an 
overview of the system including a rationale. In summary Glatthc n 
suggests the clinical mode for teachers new to the school, teachers 
having problems, beginning teachers, and teachers preferring this 
mode. It is then the role of the principal to provide this supervision 
or arrange for it to be provided. It is to be no >d that wliiie it is a 
timely and consuming process with its demand o* intensive scrutiny, 
it is extremely re warding to both supervisor and supervisee. 

The second mode suggested is the cooperative professional 
development mode for teachers experienced and competent who like 
to work together. In this process, a small group of teachers work 
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together for their own improvement, observing each other': classes 
and conferring about those observations. Teachers will ask the 
cooperating teacher to observe such areas as curriculum content, 
pupil behavior and learning, classroom climate and environment, 
and instructional techniques. In this endeavor, teachers overcome 
some of the lordliness of the teaching profession; it gives objective 
feedback and new ideas. At t^e same time, it create a professional 
climate and dialogue among teachers. When chio kind of supervi- 
sion becomes policy in a schrol, the principal organizes the procedure 
initially, and occasionally monitors it to be sure it is progressing ade- 
quately. Precious time, then, is allowed for the more critical task 
of working with teache r s in need. 

The self-directed development mode is also used by experienced 
and competent teachers who prefer to work together. In this strategy, 
ushers systematically plan for personal professional growth and 
conscientiously cairy out the plan over the course of a year. The 
principal serves mo: ly as a resource person for those experienced 
a id competent teachers who are skilled in self-analyses and self- 
direction. The principal '« r^ 1 will be to help the teacher develop 
a p an for growth, help' ^ the teacher find the resources needed, 
arc eventually help the teacher assess prog-ess. 

In one diocese, a self -directed mode is used, emerging from a con- 
struct of diagnostic supervision. This profejsional growth plan is used 
by principals with support from educational consultants and with 
teachers collaborating with principals. It is directed towards a goal 
which the teachers hope to achieve during tne school year. It is 
always concerned with some aopert of growth- personal, institu- 
tional, or pro* .onal. 

The program leaps v awards when a w itten plan for self-directed 
development is discussed w'th the principal in a diagnostic con- 
ference. 

The plan used in the Pittsburgh diocese -^d designed by Rev. 
Robert Duch, Assistant S' penntendent for SecondaiV Schools and 
Director of Staff Development for the diocese, inclu ..s a series of 
tests: The Meyers Briggs Type Indicator to help teachei » discover 
personality ty^es; Learning Style Inventory for measuring strengths 
and wt *knesse c as a learner, and the Firo-B, which easures three 
fundamental dimensions of interpersonal relationships: "inclusion," 
"control," and "afft.ction." 

These tests form an important strategy in the plan for diagnostic 
suoervision which is a part of staff development. They are impor- 
tant dr. an instrumeni herause of the wheii^tic and humanistic ap- 
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proach which attends to the whole person and increases awareness 
of self. The personal inventories allow principals and teachers to ex- 
perience themselves in reiation to each other and the world about 
them. They are a va'uable instrument in building an understanding 
between staff and administration for the growth of a faith 
community. 

Networking, which is the third step in a five step strategy plan, 
is used for informal exchange of information, ideas, and feelings 
among principals from separate schools using the process or among 
teachers ir. ihe same school. In this way, mutual support is provid- 
ed and lines of comrruniration are established. 24 

Five specific strategies are usee* to help principals assume a leader- 
ship for local staff development and organisation development. Prin- 
cipals, in turn, will learn how to use the five strategies with their 
terchers. The five shu egies are: 

1. Diagnostic Conferences vhich are held ' -veen the educational 
consultant and the principal and then t . '^ee * the principal and 
ea^ 'i teacher. The conference focuses on proressional, personal, 
anu ?~hool needs initially determined through the completion of 
needs assessment surveys. "Professional Growth Plans" and 
'School Growth Plans," which are long-range action p.u. as, are 
developed. 

Z. Three Persona^ Inventories whic^ can provide information for the 
principal, teacher, and students: 

a. Important personality characteristics (Meyers-Briggs Type 
Indicator); 

b. Interpersonal behavior characteristics and compatibility with 
others (Firo-E, Schutz); 

c. Strengths and weaknesses *.s a learner (Learning Style Inven- 
tory, Kolb). 

3. Networking which is the inforn.il exchange of information, ideas 
and feelings among principals from separate schools who are 
preparing for a lead^rchip role in staff development and organiza- 
tion development. Mutual support is provided. Lines or com- 
munication are established between principals and central office. 

4. Collaboration with the Staff which is accomplished by the p* incnal 
who conducts diagnostic conferences with the teachers, and who 
forms a long-range planning committee with the teachers. 

5. Formative Evaluation which is the collection and analysis of data 
while the inservice program is in progress so that the analysis of 
data will lead to continuing monitoring of the prograir and ap- 
propriate and timely modification. 
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CATHOLIC SCHOOLS OFFICE, Diocese of Pittsburgh 

PRE-CONFERENCE PLANNING SURVEY FOR TEACHERS 



PRINCIPAL 


TEACHEH 




To the Teacher 

Please select one area of professional needs, one area c ( Personal needs, and one area of school neeos that 
you would hke to focus on in a diagnostic conference with * jur principal. The principal will take your sugges- 
tions into account when planning the conference. 


PROFESSIONAL NEEDS 


PERSONAL NEEDS 


SCHOOL NEEDS 


□Teaching Assignments 

□Curriculum Organization or 
Development 

□instructional Strategies & 
Techniques 

□Planning for Instruction 

□Reporting to Administrators 
or Parents 


□Autonomy (the heed to work 
relatively independent of close 
supervision) 

□Affiliation (the need to 
demonstrate mastery of st^ctel 
concepts and skills) 

□Achievement (the need to 
demonstrate masicry of 
selected concepts and 
skills 


USchooi Climate 
□Student Motivation 
□Supervision ot Teac'iero 
□Continuous Progress 
□Basic Skills 
□Discipline 
□Gifted Program 
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CATHOLIC SCHOOLS OFFICE, Diocese of Pittsburgh 

PRE-CONFERENCE PLANNING SURVEY FOR TEACHERS 

(continued) 



PROFESSIONAL NEEDS 


PERSONAL NEEDS 


SCHOOL NEEDS 


□Non-teaching Duties in the 
School 

□Supervision of Extra- 
curricular Activities 

□Participation in Staff Meetings 

□Evaluation of Student 
Learning 

□Othtr (please specify) 


□Approval (the need to be 
recognized for one's 
acmevements, etc.) 

LJACcepiance (ine need ior 
respect from superiors, 
peers, students, e 1 a) ) 

□Other (please specify) 


□Learning Disabled Program 
lj Enrollment 
L_ jnnances 
□Drugs/Alcohol 
□Other (please specify) 
















* Adapted from i .ank Duffy's doctoral dissertation, 
Unive sit) of Pittsbu^h, Pennsylvania, 1979. 
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CATHOLIC SCHOOLS OFFICE, Diocese of Pittsburgh 



00 



PRE-CONFERENCE PLANNING SURVEY FOR PRINCIPALS 



PRINCIPAL 
DEANERY^ 



DATE 



_SCHOOL_ 



.DIRECTORY NO. 



To the Principal: 

Please select one area of professional needs, one area of personal needs, and one area of school needs that 
you would like to focus on in a diagnostic conference. Your listed needs will be taken into account when plans 
are being made for the conference. 



PROFESSIONAL NbEDS* 



□Decision Making (the ability to 
facilitate efficient solutions 
to school problems) 

□Use of Human Resources (the abi- 
lity to motivate teachers and to 
give them an opportunity to do 
their best in school) 

□Religious Leadership (the abili- 
ty to motivate teachers and to 
give them an opportunity to do 
their best in school) 
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PERSONAL NEEDS* 



SCHOOL NEEDS 



□Autonomy (the need to work 
relatively independent of 
close supervision) 

□Affiliation (the need to 
belong to a group or to 
associate with others) 



□Achievement (the need to 
demonstrate mastery of selected 
ikills and ideas) 
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□School Climate 
□Student Motivation 
□Supervision of Teachers 
□Continuous Progress 
□Basic Skills 
□Discipline 
□Program Continuity 



CATHOLIC SCHOOLS OFFICE, Diocese of Pittsburgh 

PRE-COiVFERENCE PLANNING SURVEY FOR PRINCIPALS 

(cc**inued) 



PROFESSIONAL NEEDS* 


PERSONAL NEEDS 


SCHOOL NEEDS 


□School Maintenance (the abili- 
to take care of schedules, 
assignments, availability of 
teaching materials, establish- 
ing systems for doing the work 
of the school, etc.) 

□Communication (the ability to 
maintain effective systems of 
communication) 

□Competence (the possession of 
necessary competencies) 


□Approval (the need to be 
recognized for one's 
achievements, etc.) 

□Acceptance (the need for 
respect from s ipervisors, 
peers, teachers, students, 
et al.j 

□Other (Please specify) 


□Gifted Program 

□Learning Disabled Program 

□Enrollment 

□Finances 

□Drugs/ Alcohol 

□Other (Please specify) 










□Leadership (the ability to provide 
a high level of educational leader- 
ship) 
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CATHOLIC SCHOOLS OFFICE, Diocese of Pittsburgh 

PRE-CONFERENCE PLANNING SURVEY FOR PRINCIPALS 



(continued; 


PROFESSIONAL NEEDS* 


PERSONAL NEEDS* ■ 


SCHOOL NEEDS 


□importance (the ability to make 
teachers and staff feel strongly 
that they are interesting persons 
in important positions) 






□Likmg (the ability to exhibit 
friendly feelings toward teachers 
and staff) 







(*)— Adapted r <m Will Schutz's "Leaders of Schools" 

(**!-Adapted horn Frank Duffy's Doctoral Dissertation, University of Pittsburgh, i979 



Catholic Schools Office, Diocese of Pittsburgh 



DATE. 



PROFESSIONAL GROWTH PLAN 



NAME 



SCHOOL. 



Personality Type. 



Learning Style. 



Interpersonal Relationship Scores: Inclusion 



Control 



Affection 



NAME: 



PROBLEM: 



OBJECTIVE: 
STRATEGIES: 



Time Line 

The final mode of supervision as given by Glatthorn is that of ad- 
ministrative monitoring or informal observation will, feedback to 
the teacher by the principal. Its value lies in the fact that it is a great 
morale builder, especially for experienced and competent teachers. 
It allows the principal tc get an overview of the state of affairs in 
the school and at the same time gives high visibility to administra- 
tion. It creates satisfaction among teachers and pupils in their quest 
for r ecognition. 

Information observations of this kind may later be a part of sum- 
mative evaluation. If this is agreed upon by teachers and principal 



ERIC 



85 



00 



collaboratively, it is recommended that anecdotal records be kept. 
These records should include date, time, and place of the observa- 
tion with a brief description of the behavior observed. These records 
should be available for the teacher to examine. Both records of com- 
mendation and recommendation should be filed. 

Informal observations should be a part of administrc :ive monitor- 
ing. However, more experienced teachers who do not need clinical 
supervision, and prefer no alternative should become the beneficiary 
of this mode. 

There is no doubt that supervision is the highest priority on the 
list of principal's duties and yet the least attended to. 

Many surveys of teacher attitudes toward supervision have 
shown widespread dissatisfaction with both the quality and 
quantity of educational supervision. Teachers cannot teach 
themselves the skills of self-supervision, and would welcome 
diagnostic supervision, clinical supervision, or any other focus 
in supervision that combines intellectual rigor with sensitivity 
to the needs, interests, and abilities of all members of the school 
community. As educational supervision continues to mature 
in the 1970's there is an increasing recognition of the need for 
a high quality of supervision, and more educa' ,rs are coming 
to see problems in the schools as problems in supervision, as 
well as problems in administration, instruction, curriculum, and 
counseling. 25 

In all forms of supervision, the personnel of Catholic schools, 
whether administrative or * aching should keep in mind the uni- 
queness of Catholic schoo. jemc nitrated by its call t 0 communi- 
ty. This community has as its foundation the life of the Spirit and 
unites its members so intimately that Paul compares it to a body with 
Jesus Himself as the head. In this community all are concerned about 
the pain and the joy of other members. 26 

EVALUATION 

Earlier in this chapter, it was stated that there is a distinc a to 
be made between supervision and evaluation. The purpose of super- 
vision is to improve instruction and ultimately benefit students. 
Evaluation is an appraisal of the teacher performance and is noi 
primarily done for the pu-pose of helping teachers improve teaching 
skills or professional competencies, although this may be an outcome 
if agreed to by the evaluator and the teacher being evaluated. 

At the outset, it is good to distinguish between summative and for- 
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mative ^valuation. Formative evp. ! uation is teacher appraisal done 
for the purpose of helping teachers discover weaknesses, followed 
by suggestions to improve. Formative evaluation usually focuses on 
some area of teaching, as for example, questioning techniques, 
discipline in the classroom, or providing for individual differences, 
although it may focus on any area of professional growth. 

Summative evaluation, the focus of this discussion, is one of the 
mc st critical areas of school management. It is critical because it can 
be destructive of teacher trust if not don^ with care, concern, com- 
passion, and sensitive honesty. Since the object of summative evalua- 
tion is teacher competence and results in the use of objective data 
in making judgments about the termination of contracts, principals 
frequently procrastinate or even refrain from fulfilling this all im- 
portant task. 

Because of the function of teacher evaluation, it is necessary that 
guidelines be set up in a collaborative way between principal and 
teachers to insure honest, open dialogue. These guidelines should 
include: 

1. Teacher's job des Option 

2. Clarification of roles of principal and teachers in the evaluation 
process 

3. Purpose ard construction of evaluation form 

4. Determination of the use of the results 

A discussion on the above guidelines should be done early in the 
school year. Agreement on the criteria and development of the form 
should be done collaboratively. Some diocesan school offices pro- 
vide criteria, 27 giving the principal and staff freedom to set up their 
criteria and form for evaluation. 
An example of suggested criteria is: 

1. Scholarship and professional competency 

2. Professional ethics 

3. Teaching personality 

4. Classroom management 

5. Cooperation with administration 

6. Rapport with co-teachers 

7. General estimate of effectiveness 

8. Judgment 

9. Willingness and ability to accept responsibility for general school 
program. 28 

Another example is: 

1 . Attention to individi al needs 

2. Lesson present^*' ->n 
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3. Pupil involvement 

4. Use of educational media 

5. Classroor management 

6. Professional manner 

7. Generai appearance of classroom 29 

These or similar criteria are used in most summative evaluations. 
The limitations in setting up criteria is well defined by Pamela J. 
Eckard and James H. McElhinney when they wrote: 

Educational evaluation is usually limited to the evaluation 
of teachers, ignores objectives, utilizes a simple design, obtains 
data from three processes, and is implemented by a building 
principal as one more year-end responsibility. 

The three sources of data usually include: (a) pupil's scores 
on standardized tests; ;b) notes made following two or three 
classroom visits; (c) and completion of a judgmental checklist 
of behaviors not relrted to pupil outcomes. 30 
For these reasons it would seem that the necessity for collabora- 
tion between principal and teachers in setting up criteria is im- 
perative. Teachers are more and more concerned, and rightly so, wj*h 
the justice issue of input into the criteria and process for evaluation 
on which they will be judged. 

It is suggested that an appraisal committee consistinr of represe^ • 
tative teachers from al 1 levels be formed at tLe local level to finalize 
the general conclusioi < arrived at in the discussion between prin 
cipal or administrative staff and teachers concerning both the criteria 
and forms to be initiated. It is significant for the whole appraisal pro- 
cess that it be a team endeavor. 

Primary for an effective appraisal is the defining of roles. The 
teacher's job description must be clear, and the supervisor's role in 
the evaluation process be clarified. The procedure should be simple 
and uncomplicated ana yet effective. In time, it will be necessary 
to make changes as need arises. 

The teachers' greatest concern will be a clarification in general 
terms of expectation for satisfactory performance. Teachers need to 
know if the evaluation is based primarily on classroor i observation- 
formal and/or informal; test results; supervision of all types; or a com- 
bination of all teacher-principal relationships. 

A et date should be established for the completion of the task. 
Once the procedure is completed, it should be explained to the staff 
and implemented. 

Diocesan offices, and administrators on all leve s should be insis- 
tent that evaluation of teachers be done by trained personnel in ' 
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supervisory practice; that evaluation be understood as a summation 
of good supervisory technique; that teaching-learning behaviors be 
documented; iliat reasonable help tor i-nprovement has been given 
by the principal during the post-conferences following observation. 
At the close of %lie session following the observation, the principal 
and teacher should document commitments made. It is the respon- 
sibility of the principal to give direction, and the responsibility of 
the teacher to put into effect the "uggertions and recommendations 
made by the supervisor. It is assumed that the supervisor and 
evaluator are the same person, namely the principal. 

The difficulty of appraising any teacher is intensified when there 
is suspicion that the appraisal will termirate the contract. Sound, 
honest, professional judgments require a superabundance of eir*c 
tional maturity on the pait of the evaluator. When adequate help 
has been given in good supervisory practice, and performance still 
remains below expectations, and when a reasonable tinu has elaps- 
ed between conferences, termination of service should be made in 
justice to the educational community as well as the teacher. 

Many of the due process cases experienced in the past decade stem 
from the fact that teachers do not belitve that principals have ade- 
quate information for dc r ision making tince they were never in the 
classroom for formal observation or ne. jr pave feedback alter the 
visitation, or that teachers were unclear about the basis for 
evaluation. 

The evaluation that is written on the accepted form at the end of 
the school year must be based on supervisory visits spaced 
throughout the year rather than a tast-miuute approach the week 
before fori is are due in the superintendent's office or other ad- 
ministrative offices. 

Evaluation and supervision, although differentiated in purpose, are 
related in process and should not be regarded as distinct activities. 

When teacher and principal are in close contact during the school 
year, when each understand* that responsibility resides in both ap- 
praisee and appraiser, when teachers invite principals fo* i super- 
visory visit instead of waiting for the pii/^pal to initiate tne con- 
tact, and when principals realize that avoidance does not resolve pro- 
blems nor improve instruction, the process of evaluation will tend 
to be more honest, just, and compassionate. 

Written records of teacher performance may also be used as 
reference material for recommendations and for on-going improve- 
ment instruction. The experience of the year will ullow both teacher 
and principc 1 .o look for a new focus for future action. Where 
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weaknesses are indicated, the teacher may, with the help of the prin- 
cipal, set up objectives for improvement. These objectives or target 
settings may be a part of a professional growth plan the following 
year and, therefore, be futuristic in its appeal. 

Another outcome of summative evaluation is the help it may pro- 
vide for principals. After evaluating teachers, principals may critically 
evaluate self, by reflecting on their response to the duty of providing 
help for teachers. Often the lack of success of teachers may be trac- 
ed in part to the lack of c~mitment on the part of the principals 
who must constantly focus on supervision as their most significant 
task. Some suggestions for approaching the appraisal conference with 
confidence, serenity, honesty and compassion are found in George 
B. Redfern. 31 

To avoid misunderstanding or lack of clarity in the matter of 
evaluation and teacher rating, each diocese c: at least each school 
should present in the "Handbook of Practices and Policies" 
guidelines indicating a just, honorable, and Cnristian perspective. 
An example of such policy from the DioCv se of Pittsburgh follows: 

Teacher Observation and Ratings 

7. 1 All observations of teachers shall be conducted openly and with 
the full knowledge of the teacher being observed. 

7.2 A copy of any observation report shall be given to the teacher 
observed within three (3) Jays of the observation. 

7.3 If a teacher questions the observation report or disagrees with 
comments made, that teacher shall have the opportunity to pre- 
sent his/her reasons for disagreement with the observer. 

7.4 Any observation report that is placed in the personnel files by 
the administrator shall be considered as an evaluation. 

/ .5 Any unsatisfactory evaluation must contain an explanation cr 
anecdotal report. 

7.6 A teacher must be notified in writing of any unsatisfactory 
evaluation. 

7.7 A teacher who wishes to contest that teacher's rating must in 
dicate to the evaluator his/her dissatisfaction or question within 
five (5) days of being informed of the evaluation. The teacher 
ma> request a conference with the evaluator. 

7.8 If the rating remains unchanged after the conference, and if 
the teacher is still in disagreement, that teacher may file a 
grievance, 

7.9 No rating shall become effective until all steps of the above pro- 
cedure, if invoked, are exhausted. 

7.10 Educational Consultants are to receive a copy of the professional 
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evaluation of each teacher by June 1. 



OFFICE OF EDUCATION, DIOCESE OF LANSING 

Plan for Evaluation of School Personnel 
Policy Statement on Evaluation— DBS #4117 

The performance of all instructional personnel shall be evaluated 
on a continuing basis. The evaluation shall be thorough, fair, and 
objective-an assessment of the teacher's total performance in the 
school environment. It shall be designed to assist teachers in the 
growth and development or professional abilities as well as to iden- 
tify areas of strengths and weaknesses. 

The building principal is the primary evaluator of teacher perfor- 
mance and shall be responsible for submitting a un^orm evaluation 
report of the teacher to the superintendent and/or deputy 
superintendent. 

Purpose of the Evaluation 

1. To improve instruction. 

2. To identify and reinforce teacher strengths as well as suggest ap- 
propriate measures for teacher growth. 

3. To determine a teacher's ability to fulfill the Catholic philosophy 
of education. 

4. To provide the superintendent's and/or deputy's office with a writ- 
ten report of the teacher's performance. 

5. To make Judgment concerning contract renewals. 

Philosophy 

Evaluation is a process whereby the effectiveness ' the profes- 
sional staff member is appraised m relation to predetermined goals 
and objectives, his own personal competencies, teaching conditions, 
and administrative procedures. 

This evaluation shall recognize the worth of the individual and his 
unique role in fulfilling the objectives of Catholic education. The 
evaluation must serve to support and provide positive direction 
toward individual and group effectiveness. 

Evaluation must serve to foster self-improvement and be a vital 
part of the total school plan to examine and improve the goals of 
Catholic education, the instructional process, and the educational 
process. 

Criteria for Evaluation 

1. Criteria for evaluation should be mutually understood by the 
evaluator and the evaluates 

2. The evaluator and the evaluatee should be aware of two areas 
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of proficiency, namely, that which refers to potential and that 
which refers to already achieved competency as they relate to the 
established criteria. 

Criteria for Evaluative Instrument Follow: 

a. The evaluatee strives to fulfill die philosophy, objectives and func- 
tions of the Catholic school and consistently exhibits ability to give 
Christian witness. 

b. The evaluatee displays competency in the subject area(s) and 
level(s) of ir ^ruction or areas of service to which he is assigned. 

c. The evaluatee employs *>ound principles of learning and child 
growth and development. 

d. The evaluatee makes effective use of instructional and/or profes- 
sional methods and materials. 

e. The evaluatee demonstrates competency in organization, manage- 
ment, and control in the classroom or area of service. 

f. The evaluatee maintains written evidence of adequate planning. 

g. The evaluatee evaluates students. He uses information gained to 
inform appropriate staff members, studc , parents, supervisors 
regarding pupils' progress. 

h. The evaluatee relates effectively to students, parents, and 
members of the staff. 

i. The evaluatee interprets his professional practices and the 
resulting program to appropriate staff members, parents, and 
supervisors and uses 'lis knowledge to assist in planning and im- 
proving the program of instruction. 

j. The evaluatee maintains acceptable personal qualities. 

k. The evaluatee is loyal to students, staff, community, and observes 

professional ethics in this relationship with students and 

community. 

1. The evaluatee fulfills his extracurricular and non-instructional 
obligations in accordance with existing needs, regulations, and 
pradices. 

Procedures for Evaluation 

1. The principal shall have the prime responsibility for evaluating 
the staff members directly responsible to him. 

2. The faculty at the local level should be involved in the develop- 
ment of specific evaluation procedures (how criteria would be 
applied and measured, frequency of classroom observations, 
etc.). These procedures will provide the basic data for uniform 
evaluation report to be submitted to the Diocesan and Deputy's 
offices. 

3. Prior to any official evaluation, preferably at the beginning of 
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the school year, a pre-appraisal conference should identify: 

a) The nature of the teacher's total professional responsibility. 

b) The establishment of performance improvement targets. 

c) The nature of the appraisal process itself. 

4. Projected target areas for improvement when determined by the 
evaluatee shall be summarized in writing 

5. All probationary teachers, those with less than 3 years of ex- 
perience in diocesan ochools and who do not hold Michigan Per- 
manent Certification, shall be evaluated at least twice a year. 
These evaluations will be intensive, covering in detail the sug- 
gested criteria for evaluation. The first evaluation shall be made 
prior to December 1 and the second evaluation should be com- 
pleted before March 31. During the second evaluation, the prin- 
cipal and the staff members will determine target areas for con- 
centration during the next period of e\aluation. 

6. Every three years a written evaluation report shall be recorded 
for a career teacher, one with at least three years of teaching 
experience in diocesan schools and one who holds Michigan Per- 
manent Certification. Additional major changes in assignment 
or changes in teacher effectiveness should be noted. The 
evaluaior has the right to evaluate as often as he sees the need 
and may schedule intensive evaluations during the three year 
span. The evaluation shall be completed by March 31. 

7. A conference should be held to discuss the evaluation. Both par- 
ties shall sign the formal evaluation report. The evaluatee's 
signature shall indicate he has read and is familiar with the 
e valuator's report but his signature does not necessarily imply 
agreement with the evaluation. 

8. A copy of the evaluation report shall become a part of the 
evaluatee's personal folder. 

9. When disagreement is present between the evaluator and the 
evaluatee, the evaluatee has the option of attaching his personal 
reaction in writing to tLe evaluator's report provided this is done 
within one week of v he conference. 

10. The evaluation report authorized by the Diocesan Evaluation 
Committee and approved by the superintendent and his staff will 
be used by principals in submitting reports to the Diocesan and 
Deputy Offices. These reports will be due by April 15. 

11. The evaluation policies, procedures, and regulations will be 
reviewed periodically by a representative Diocesan Committee. 

Also in the Diocese of Toledo there is a well developed process 
for Staff Growth and Development which includes information ar>d 
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forms on supervision, evaluation, and self -appraisal 

JmmtncT 1531 Tf mS CUrrently ^ used ' there are weaknesses 
stemming from the fact that measurement problems arise v/hen 
evaluating teacher performance in areas of Christian formation 
Teachers are expected to be models of Christian living, they are ex- 
pected to be experts in Christian formation of students, they are ex- 
pected to teach doctrine, contribute to faith community and extend 
service, they are to integrate faith and living and culture. There are 
no specific criteria for measuring the unmeasurable. To try to do 

ST" UiSjT criticism of ^ judgment bias - pre j udice ' and 

It is suggested that prmcipals or teachers looking for such help used 
Teacher as Gift," referred to under "job Descriptions " or the 
materials refer ed to from the Diocese of Toledo 
Job Descriptions 

J?i««r dS .° f C u° mm ° n C ° Uncil ° f Buffal °" New York fonhe 
year 1883 contain a thirteen-item statement outlining the duties of 

on/f 111 ? 31 ," 463011 " Thr ° U « h the y ears - howevel job descrip 
tions of school personnel have expanded. From the mid-nineteenth 
century through the twentieth, role expectancies have changed and 

ofex Zl**^ SCh °f SyStCm itjdf beCame more and com- 
SXh . Y J° b L s P e L clflcations °f Catholic school personnel must 

ZoVuZ^U ChangCS in educational a "d administrative think- 

sTn^c rt ° l u 1SSi ° n 25 ° UtUned in the Church docume * ts 

^™2ss?" brmg to mind the need f ° r — - «p- 

"Rapid, radical changes in contemporary society demand well- 
planned continuing efforts to assimilate new data, new insights, new 
modes of actir 

Therefore,! defining the duties of Catholic school personnel it 
is necessary to approach them with new insights gleaned from the 
unique character of Catholic schools. The religious and spiritual 
values that were taken for granted in the pre-war and pre-Vatican 
years are now questioned in the pluralistic society of the 1980's It 
is a difficult task in today's society to integrate faith and culture. 

22' a* h ! °~ f rdigi ° US trUth and values with rest of 

hfe J* distinguish Catholic schools from all others. 
The council said: 

It (the school) aims to create for the school community an 
atmosphere enlivened by the gospe! spirit of freedom and chari- 
ty. II aims to help the adolescent in such a way that the develop- 
ment of nis or her own personality will be matched by the 
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growth of that new creation which he or she became by bap- 



The task, then, is to identify for administrators and teachers the 
various dimensions of their role, not only as educator, but as Chris- 
tian educator. 

Job Description of Principals 

In "Principal as Gift" Sister Gertrude Ann Sullivan suggests that 
it is important for principals to deiine the expectations they envi- 
sion for themselves in the awesome t^sk of administrative ministry. 
These include areas of accountability, administrative tasks, leader- 
ship behavior: and professional skills— all accepted as the instru- 
ment to give freely to the Lord and his church the gift of self. In 
Sullivan's document, the description of what it means to be a prin- 
cipal in a Catholic school begins to take flesh. 

It is assumed that to ensure the educational excellence of the 
school, the principal must have certain qualifications-academic 
preparation and certification as required by the State and/or the 
diocese: Christian leadership and successful teaching experience. The 
duties and responsibilities of the principal encompass all those ac- 
tivities and behaviors that assist those to whom they are committed 
in the specialized setting of the school in their search for intellec- 
tual, cultural, moral, and spiritual growth. The description of these 
responsibilities vary from diocese to diocese, and from school to 
school. However, there are certain fundamental guidelines basic to 
whatever form the job description might take. 

As principals perform the various duties of the day, each might 
be categorized in one of three ways: 

1. Administration 

2. Supervision 

3. Christian Leadership 

As an administrator, the principal: 

1. Recruits, evaluates, selects, and recommends to responsible 
authority, competent teaching personnel. 

2. Develops with the staff a handbook of policies that delineate ex- 
pectancies and gives appiopriate information for smooth opera- 
tion of teacher functions. 

3. Ensures through appropriate communication that all school per- 
sonnel, including government program professionals and para- 
professionals have an accurate description of responsibilities, and 
understand the Catholic philosophy at the heart of Catholic 
teaching. 

4. Keeps records up to dzte; is prompt and accurate. 
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5. Prepares and submits required reports for the diocesan office, 
school board, educational councils or boards, etc. 

6. Directs work of the secretary 

7. Manages instructional materials by ordering, storing, and 
distributing. An inventory should be kept of all materials 

8. Prepares schedules and school calendars 

9. Schedules events and activities 

10. Schedules and orients new teachers; plans faculty in-service and 
staff development programs 

11. Distributes and interprets diocesan office communications 

12. Assigns pupih to appropriate classes 

13. Oversees pupil record procedure 

14. Provides for special needs of pupils 

15. Provides for special services, for example, library, transporta- 
tion, health, cafeteria, counseling, special education 

16. Inspects school plant an 1 provides for janitorial service and at- 
tractive decor 

17. Prepares annual budget with pastor and financial committee 
As a supervisor, the principal: 

1. Plans and presents orientation for new teachers 

2. Assists teachers in professional growth through in-service, staff 
development, faculty meetings, conferences, inter- and intra- 
visitations 

3. Encourages membership in professional organizations 

4. Directs the testing program and studies pupil progress 

5. Directs, supervises, and evaluates curriculum 

6. Organizes and administers the school program 

7. Interprets and implements philosophy of the school 

8. Designates a responsible person as a repla;ement for the prin- 
cipal when absence is required and theie is no vice-principal 

9. Determines the duties of the vice-principal when applicable 
10. Collaborates with pastor, school board, or educational council 

in decision making 
i 1. Develops with teachers a faculty handbook, with parents a parent 

handbook, and with students a student handbook 
12. Provides for and directs activities for parental involvement in 

providing a Christian education. 
As a Christian leader in developing the unique character of the 
Catholic school, the principal: 

1 . Implements the three-fold purpose of the Catholic school to pro- 
claim the message, to build community and to give service 

2. Provides for liturgical experiences 
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3. Allows time for faculty prayer and reflection 

4. Provides for Christian formation of teachers, and certification 
of catechists 

5. Creates within the school a climate conducive to growth in 
spiritual and moral values 

6. Cooperates with pastors to provide an atmosphere in accord with 
the pastoral, "To Teach As Jesus Did." 

7. Provides for the achievement and maintenance of discipline with 
freedom 

8. Presents an attitude of hopefulness in meeting everyday 
problems 

9. Fosters an awareness of global issues 

10. Practices the principles of justice in all decision-making, and pro- 
vides for education for justice 

11. Implements the Vision and Values program or similar program 

12. Encourages social service projects 

13. Implements approved catechetical texts 

The principal, more than any other person in the school communi- 
ty, has a remarkable opportunity "to impart a distinctive character 
to Catholic schools." 37 As the primary leader, the principal assumes 
leadership for bringing the experience of Jesus into the lives of men, 
women, and children. As an instructional leader, it becomes the prin- 
cipal's privilege to promote the integration of gospel values with so- 
called secular subjects. 

Descriptions of the principal's role from several dioceses follow: 

ROLE DESCRIPTION (Archdiocese of Atlanta) 
Title: Elementary School Principal 

Qualifications: The qualifications of the Elementary School Prin- 
cipal in the Archdiocese of Atlanta shall meec the current standards 
established by the Southern Association of Colleges and Schools for 
the elementary school principal. 

Responsibilities: The principal shali provide the leadership 
necessary in an elementary school to de\ elop, maintain and support 
the implementation of the Christian philosophy and continuing 
growth of the students. The principal shall be aware that the ad- 
ministration of the school depends upon the cooperation among the 
administrators, teachers, pupils, and community. Together they work 
toward the goals set by the Atlanta Archdiocesan Office of Catholic 
Schools and the policies met by the Archdiocesan Board of Educa- 
tion. The principal is responsible for maintaining and improving the 
quality of the instructional program and for providing leadership, 
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direction, coordination and support for the staft that serves the 
school. The principal sees that the needs of each student are known 
and met The principal is a leader in his/her community. 
Specific Duties: To encourage a continuous evaluation of the total 
school program including personnel, equipment, supplies, and 
whatever the principal deems necessary to the program. 

To develop with the Parish Board of Education the annual school 
budget. 

To supervise, advise, and direct members of the faculty in their 
teaching programs and techniques and to work with them on an 
evaluation process to help improve their professional growth and 
effectiveness. 

To schedule regular faculty meetings ir order to establish and en- 
fore all required rules and regulations, and to assure a well-planned, 
efficient, and effective school program. 

Tc plan and establish all academic and personnel schedules with 
the faculty and to assure adherence to same. 

To develop and/or maintain the necessary systems to insure that 
all official school reports and records are properly maintained and 
communicated to appropriate authorities. 

To communicate regularly with the pastor and parents in order 
to keep them informed about the school and to listen to their sug- 
gestions and recommendations. 

To attend the meetings of the Parish Board of Education, the 
Home/School Association, and the Parish Council in order to con- 
tribute to the coordination of the activities of these groups in pro- 
moting the personal, religious, and educational welfare of the 
students. 

To review and exercise final authority over all school activities and 
programs. 

To interview, hire, and terminate the services >f school person- 
nel after consultation with the pastor and the Parish Board of 
Education. 

To make provision for adequate maintenance of plant facilities, 
secretarial services, teaching on a regular basis, bookkeeping ser- 
vices, and food service programs. 

DEVELOPMENTAL GUIDELINES CONCERNING 
THE ROLE OF THE PRINCIPAL 

(Diocese of Pittsburgh) 

I. The Principal organizes and administers the school program by: 
1. Scheduling students according to individual differences 
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2. Directing faculty subject assignments in schedule 
preparation 

3. Appointing competent department heads 

4. Observing local public school district or official diocesan 
calendar 

5. Maintaining and properly categorizing student records 

6. Using diocesan report cards effectively 

7. Providing supervision for students at all times with at least 
one staff member 

8. Supervising the use of Diocesan Curriculum Guideline^ 

9. Demonstrating adequate general knowledge of Laws pertain- 
ing to aid for non-public school Students (cf . Handbook #220) 

10. Evaluating effectively the special needs of students and seek- 
ing appropriate programs provided under the law. 
II. The principal directs, suoervises, evaluates, and improves all 
areas of curriculum by: 

A. Demonstrating knowledge of curricular principals and im- 
plementation in the following aspects: 

1. the needs of the school population 

2. the nature of each subject 

3. the relation of the school curriculum to the general com- 
munity which the school serves 

B. Adhering to curriculum requirements and time allotments 
of the State and Diocese 

C. Directing the choice, acquisition and use of textbooks and 
irstructional materials by: 

1. using approved texts from diocesan lists 

2. supervising and evaluating consistency in the use of texts 
and materials ar-ording to the needs of students and the 
continuity of the program of studies 

3. overseeing purchasing procedures and inventory up- 
dating 

D. Appraising teacher performance through: 

1. pre-conferences for setting objectives 

2. informal class visits 

3. formal supervision at least three times per year 

4. post-conferences for evaluating objectives and submitting 
Annual Professional Report 

E. Using the approved and recommended testing program: 

1. standardized achievement 

2. I.Q. 

3. diagnostic 
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4. basic reading series 

5. math level tests 

6. other 

F. Analyzing test results to improve individual student progress 
and school program 

G. Communicating test results to parents and local community 

III. The principal interprets and implements the philosophy and ob- 
jectives of Catholic education by: 

1 . providing a written philosophy that is specific to the school 

2. providing opportunities for worship 

3. encouraging students to help each other 

4. soliciting auxiliary services of adults 

5. promoting student activities to help the needy 

IV. The principal recruits, selects, and recommendc for employ- 
ment, to the pastor or his delegate, competent professional staff; 
provides the staff with effective leadership, and prepares a facul- 
ty portfolio to include: 

1. completed personal application form 

2. letters of recommendation 

3. copy of state certification 

4. college transcript 

5. transcript of additional credits 

6. diocesan accreditation 

7. copy of religion certification 

8. update sheet for religion certification 

9. recent contract 

10. teacher attendance record 

11. in-service attendance record 

12. health record as required by State (cf Handbook -409) 

13. TA-10A form 

14. documented and countersigned professional evaluation of 
teacher performance and conferences 

V. The principal establishes rapport with and among members of 
the staff and the student body by creating a climate for profes- 
sional growth by: 

1. encouraging the spirit of Christian joy and responsible 
freedom through self-discipline 

2. supporting staff in growth toward a strong faith community 
VI. The principal plans effective staff meetings and provides inser- 

vice education, adequate and effective instructional materials 
by. 

1 . planning and conducting effective faculty meetings at least 
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once a month 

2. providing for participation in teacher in-service programs 
sponsored by the diocese, deanery, and other educational 
agencies 

3. informing the faculty through memos and/or newsletters 

4. attending meetings regularly as sponsored by the diocese, 
deanery, and parish 

5. providing orientation, direction, and evaluation of 
para-professionals 

6. providing professional materials for teacher development 
VII. The principal establishes good community relations by: 

1. participating in community and civic affairs 

2. participation in parish affairs 

3. preparing parent newsletters 

4. providing for open house 

5. scheduling paient-teacher conferences (2) 

6. assuring teachers' attendance at PTG meetings 

7. discussing school matters and parish affairs with the pastor 
on a regular basis 

8. maintaining contacts with the local public school 

9. participating in parish educational plans 

VII. The prirdnal provides for health, library, and guidance services, 
and oversees maintenance of school facilities by: 

1 . utilizing adequate health services provided by state and local 
agencies 

2. making the library readily available for student- teacher use 

3. making available adequate guidance services 

4. evaluating with the staff the effectiveness of health, library, 
and guidance services 

5. setting and implementing standards for cleanliness and gaxi 
condition of the school with the maintenance staff, secur- 
ing adequate heat, light, and ventilation in all a* zas of the 
school. 

IX. The principal has responsibility for budgetary planning and im- 
plementation by: 
1. preparing the budget with the assistance of the staff, as 
needed 

2 submitting the budget to the pastor for approval 
3. operating the school within the limits set by the budget 
X.The principal has responsibility to coordinate the efforts of all 
school personnel in their commitment to moral rnd spiritual 
values and to the achievement and maintenance of discipline 
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and excellence in educational programs, by: 
1. developing and scheduling action plans based on the On- 
Going Evaluation for Conscious Growth 

2. dr ^ing curricular concepts based on Catholic moral and 
cu^ural values 

3. relating the curriculum to the basic religion course 

XI. The principal guides the staff in developing a faculty handbook 
for the school and provides for its yearly revision by: 

1. developing a process ol preparing and/or updating the 
handbook 

2. extending the faculty handbook principles into similar hand- 
books for parents and students 

3. basing the provisions of these handbooks on the diocesan 
Handbook 

COMPOSITE JOB DESCRIPTION 

(Diocese of Lansing, Michigan) 
TITLE: Assistant Principal 

PURPOSE: To assist the principal in overall school administration 
by effectively performing assigned administrative responsibilities 
DUTIES: 

1. Demonstrate a commitment to Christian education and to 
develop a community of faith within the school. 

2. Work closely with the principal and perform duties assigned by 
him/her in an effective manner. 

3. Function as liaison between principal and various assigned staff 
units, such as custodial staff, curriculum committee, counsel- 
ing department, etc. In this capacity it is his/her responsibility 
to maintain regular communications with the assigned group and 
report issues of potential significance to the principal. 

4. Provide overall school leadership and assume total responsibili- 
ty for day-to-day operations in the event of the principal's 
absence. 

5. Assist with review and monitoring of personnel, building regula- 
tions of federal, state, diocesan, and accrediting bodies. 

6. Assist the principal in developing an annual operating budget 
for the school. 

7. Maintain membership in professional organizations 

8. Regularly attend seminars/courses and/or read professional direc- 
tions, technology, and trends in education. 

9. Maintain regular communications with staff members in staff 
meetings in order to foster an atmosphere of cordiality, to keep 
them informed an<* involved in school policy and program deci- 
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sions, and to acquire a better understanding of the staff members' 
strengths. 

10. Funct ; on as the representative of the school at local events in 
the absence of the principal. 

RELATIONSHIPS: 

A. Works with: Total School Staff 

B. Works for: Principal 

C. Supervises: Personnel assigned by Principal 

JOB DESCRIPTION 

(Archdiocese of Atlanta) 
POSITION TITLE: Assistant Principal 
ROLE DESCRIPTION: 

The Assistant Principal is the professional staff person in the school 
whw assumes resoonsibility for the school in the absence of the prin- 
cipal. He/she should be a recognized educational leader whose 
qualifications closely approximate those of principal, and meet the 
requ ; rements of Southern Association ot Colleges and Schools. Cur- 
rent trends regard the Principal and Assistant Principal as a team 
with shared administrative functions. Although the Assistant Prin- 
cipal is often a full-time teacher, he/she is charged with some respon- 
sibility : n such broad areas cis curriculum, discipline, and extra- 
curricular activities. 

MAJOR RESPONSIBILITIES AND KEY DUTIES 

Assume responsibility for the school in the absence of tie Principal 

Help with agenda for faculty meetings 

Serve as liaison between faculty end Principal 

Assist the Principal with Parish School Board and/or Home-School 
Association 

Assistant Principal in preparation of reports 

When deemed advisable, the Assistant Principal 3hall accompany 
and/or represent the Principal at the Principals' meeting or other 
educational meetings. 

Participate in preliminary interviewing of prospective teachers. 

JOB DESCRIPTION OF TEACHERS 

In "Teacher As Gift/' Sullivan describes the religious educator as: 

1. Faith Facilitator 

2. Instructional Leader 

3. Life Learner 

4. Team Member 

5. Bridge Builder 



ERIC 



6. People Person 38 

In this self-evaluation tool, a lemarkable job description of thp 
jwdier emerges; one that describes not only the teacher but the 
Christian educational leader. 
To be a faith facilitator, a teacher: 

1 • Brings the message of Jesus through instruction, but more impor- 
tantly by the witness of Christian living 

2. Integrates faith and culture, faith and life 

3. Prepares and presents all instruction in accord with "To Teach 
As Jesus Did." 

4. Integrates principles of social justice into all areas of the 
curriculum 

5. Prays with the faculty faith community 

6. Participates in and prepares with students for liturgical and praver 
experiences 

7. Uses ooportunities for spiritual growth 
To be an instructional leader, a teacher: 

1. Understands and implements Catholic school phlosopl" 'ating 
u to the learning-teaching experience. 

2. Shows a knowledge of child psychology and the principles of 
learning 

3. Provides for individual differences 

4. Uses a variety of strategies for the purposes of the lesson 

5. Demonstrates knowledge of subject matter 

6. Makes daily lesson plans and long-range plans 

7. Provides for pupil activity 

8. Integrates pre-determined goals 

9. Uses problem-solving technique 

10. Encourages self -directed learning 

11. Organizes material 

12. Gives clear concise directions 

13. Maintains discipline with freedom 
To be a life learner, the teacher: 

1. Participates in staff development, in-service, inter-intra school 
visitation, and professional organization 

2. Is an innovator ox finds ways to collaborate with others 
To be a team member, the teacher: 

1. Volunteers help when needed 

2. Finds ways to implement the service aspect of "To Teach As 
Jesus Did" 

3. Cooperates with administration and staff 

4. Appreciates and encourages giftedness in self and others 
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5. Support and trusts the diocesan school office and parish 
organizations 
To be a bridge builder, the teacher: 

1. Communicates with administration, parents, co- teachers, and 
students. 

2. Help? pupils to work together cooperatively 

3. Uses opportunities for peacp. making 

4. Gives support to the weak and underprivileged 

5. Demonstrates mercy and justice 

6. Fosters group cohesiveness 

To be a people-person, the teacher: 

1. Loves and enjoys children 

2. Shares in the pain and joy of families, administrators, and staff 

3. Cooperates with home-school organizations and other parish 
organizations 

4. Is available to members of the school community when needed 

5. Provide? opportunities for celebration of God's gifts 

6. Participates joyfully in civic community affairs 

7. Builds positive attitudes 

In summary, it is primarily the witness and the behavior of teachers 
that give the distinctive character to Catholic schools. While they 
must be knowledgeable i^ subje i matter, psychology and pedagogy, 
they must also demonstrate a practical knowledge of these sciences 
in the classroom. Because they freely commit themselves to tha 
school by accepting a position there, they are obligated to respect 
its dynamic character under responsible leadership. 39 It is the con- 
cern of the church that teachers see their life style and character 
a: important as their professional credentials. 40 

Handbooks may specify as the following example does general ex- 
pecco « of teachers: 

The Diocesan Synod ol Pittsburgh places upon the teacher the 
responsibility i»: exercising of "an authentic apostolate to the human 
•;nd spiritual development and growth of students." 

If the threefold purpose of Christian education is to be realiz- 
ed, it must be through their (teachers') commitment to give in- 
struction to their students, to build community among tbem, 
and to serve them. Fur.bermore, teachers bring insights and 
experience to planning the total educational mission of the 
Church. We invite and urge their creative contribution tc the 
effort of the entire community to meet the current challenges. 

To Teach As Jesus Did. 
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The bishop of th? Diocese of Pittsburgh is theologically and 
cdiiunicdiiy responsible tor the religious education or his people, 
children, youth, and adults. The bishop has delegated to the Diocesan 
School Board and the D* „ctor of Religious Education certain respon- 
sibilities in schools of the Diocese, and to other official persons 
responsibilities for establishing and maintaining Catholic schools. 
The authority of these agents h to be considered an extension of the 
authority of the bishop, and never in conflict with it. 

Teachers bring more to their classrooms than il eir knowledge of 
a specific subject area. They convey by attitudes and by verbal and 
non-verbal communication their own value system. Therefore, it is 
important that every teacher accept the teachings of Jesus Christ and 
manifest this belief by a Christian way of life. It would be in- 
congruous for an individual teacher to exhibit explicitly or implicit- 
ly an attitude opposed tc the purpose for which the school exists. 

A detailed outline of the teacher's responr " ilities is published in 
the school's faculty handbook. 

Although descriptions of teachers' jobs are generally given in hand- 
books, they are often too comprehensive to clarify specific duties. 
Descriptions of teachers' tasks need to be universal in the handbook, 
articulating general expectarcies. A more detailed list of specific 
duties should be individualized. This will include: 

1. Definite assignment of grade and homeroom 

2. The number of students scheduled for homeroom and for each 
class 

3. The scheduled time for cafeteria, bus, playground duty, etc., for 
which the teacher is responsible 

4. The co-curricular activities to which the teacher is assigned 
Although it is necessary from a professional stance to describe the 

work of educators, their job can never be a mere profession. It is 
distinctly a supernatural Christian vocation. The work performed 
in the setting of the Catholic school is sacred and calls for personnel 
commitment. Educators should respond to all the demands of this 
vocation an<* realize that which they do is vital to the build-up of 
the body of Christ. 41 

Personnel in Catholic schools is far more extensive than the posi- 
tion of the principal and teachers. Other personnel should also 
receive the articulation necessary to clarify their job description. 
These descriptions should be adequately explained at the time of 
hiring. 

Job descriptions vary from person to person in the position. The 
following is a sample list of some dioceses having such job 




descriptions. 



COORDINATOR FOR CHRISTIAN FORMATION 

and 

CONSULTANT FOR ELEMENTARY RELIGIOUS 
EDUCATION 

(Diocese of Lansing, Michigan) 

1 . To develop and coordinate a program for the on-going Christian 
formation of teachers employed in the Catholic Schools of the 
Diocese of Lansing in the areas of spirituality and theology. 

2. To oversee the requirements of certification for all catechists 
working in parish catechetical programs of the diocese. 

3. Provide leadership and stimulus for the continuous evaluation 
and improvement of elementary catechetical programs and their 
personnel throughout the diocese. 

4. Act as a resource person by offering a regular series of 
catechetical method courses and workshops. 

5. Be responsible for the coordination of curriculum and programs 
of catechesis in Catholic elementary schools and parish 
programs. 

6. Be a resource person for the latest programs, textbooks, ideas, 
and communications on elementary religious catechesis from the 
area, state, and national levels. 

7. Represent the Department of Religious Education in matters of 
elementary religious catechesis at diocesan and regional meetings 
of directors/coordinators and serve as religion evaluator for 
diocesan schools' evaluation teams. 

8. Represent the Department of Religious Education to national, 
regional, and local groups as determined by the Superintendent 
of Education. 

9. Develop and maintain an elementary religious education 
resource center at the diocesan office. 

10. Provide adequate publicity and communication with the public 
regarding the philosophy, programs, and progress of elementary 
religious programs in the dioceses. 

COMPOSITE JOB DESCRIPTION 
TITLE: Department Chairperson 

PURPOSE: To guide the educational program of the department 
by administering course and textbook selection, teacher relations, 
scheduling, and budget, in accordance with lotal school curriculum 
ard philosophy. 
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DUTIES; 

1. Recommends teaching assignments and duties of those teacher? 
in the department in accordance with master schedule while 
maintaining balance between departmental needs and equitable 
teaching assignments for teachers. 

2. Supervises course selection and textbook selection for the 
department. 

3. Prepares budgetary data based on his/her assessment of depart- 
mental equipment and supply needs and submits on a timely 
basis. 

4. Places purchase orders for approved departmental materials and 
verifies receipt of ordered materials prior to submitting invoice 
for payment. 

5. Monitors departmental purchases to ascertain they come within 
the approved budget. 

6. Schedules and presides at regular department meetings in order 
to maintain communications with individual teachers, and to 
facilitate group interaction on various issues*. 

7. Functions as a resource person within the department and the 
school relative to the subject matter. 

8. Maintains level of expertise on trends in education and subject 
matter through frequent participation in seminars, meetings, and 
courses, as well as regular readings of professional journals and 
communicates such information to teachers within the 
department. 

9. Assists in the selection of teachers for the department by inter- 
viewing candidates and familiarizing them with the philosophy 
of the department. 

10. Mak'j personal classroom visit to each teacher in the depart- 
ment at least once each semester. Shares written evaluation, bas- 
ed on the observation, with the teacher before submitting it to 
the principal 

1 1 . Assists in the decision to dismiss or retain a teacher in the depart- 
ment by meeting with the principal (and/or Review Board) and 
presenting his/her observations. 

12. Collects, collates, and summarizes important statistical data on 
staff and students as requested by the administrator. 

13. Functions as liaison person with local universities to assist in 
the placement of studenl teachers. 

14. Coordinates the use of audio-visual equipment within the 
department. 

15. Monitors departmental audio-visual equipment to determine that 
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it is in good working order, arranges for repairs as needed. 

16. Supervises the writing and distribution of teacher guides, syllabi, 
and other instructional materials. 

17. Assists new Leacher in the department in his/her assignments 
and offers curriculum assistance when needed. 

18. Regularly attends curriculum committee and department 
chairpersons' meetings and otb er meetings at which attendance 
of the department chairperson is required. 

RELATIONSHIPS: 

A. Works with: Other department chairpersons 

B. Works for: Principal 

C. Supervises: Department teachers and student teachers 

COMPOSITE JOB DESCRIPTION 
TITLE: School Secretary 

PURPOSE: To provide clerical/recordkeeping assistance to the prin- 
cipal and/or assistant principal of a school, while maintaining 
confidentiality. 
DUTIES: 

1 . Do typing as delegated by the principal and/or assistant principal. 

2. Maintain personnel and student files in an organized and up-to 
date manner. 

3. Handle bookkeeping functions as directed by the principal. 

4. Answer incoming telephone calls, screen ard direct to proper 
authority. 

5. Process school mail and route appropriately. 

6. Assist the principal with contact to and assignment of substitute 
teachers. 

7. Contact parents, according to school policy, to verify absence 
or tardiness, or in the event of student illness while at school. 

8. Process student records and arrange for their transfer to or from 
other schools. 

9. Orient, train, and supervise student office help or others who 
assist in main office. 

10. Greet and direct visitors to the buildings. 

11. Monitor use of the P.A. system and make authorized an- 
nouncements in the absence of the principal. 

12. Handle ii juries and emergencies according to school policy. 
RELATIONSHIPS: 

A. Wor'ts with: Faculty, custodial staff, students 

B. WorKS for: Principal and/or assistant principal 

C. Supervises: Student Assistants and other clerical staff 

members. 

d 109 212 



COMPOSITE JOB DESCRIPTION 

TITLE: Aihleiit Director 

PURPOSE: to function as master teacher for athletics; to supervise, 
coordinate, and facilitate the emotional, physical, and social growth 
of students by providing for them athletic instruction and programs 
that meet their needs; to assist coaches in developing and refining 
skills to instruct and guide the development of student 
DUTIES: 

1. Recruit, interview, and recommend for hire the head coaches 
for the various school teams, pending the approval of the 
principal. 

2. Evaluate the performance of all coaches and submit the evalua- 
tions to the principal prior to the next contract time. 

3. Develop all inter-scholastic game schedules with the league direc- 
tor and the principal and distribute the approved and official 
schedule to all interested parties. 

4. Determine the need for cancellation of an athletic event due to 
non -playable conditions, in accordance with league rales. 

5. Arrange all assistance necessary for the smooth operation of all 
athletic events being held at the school io include: game help, 
guards, physical maintenance and preparation of surrounding. 

6. Handle all travel ariangements for away games and meets. 

7. Handle all ticket printing, sales, and collection for athletic events. 

8. Supervise and arrange all athletic assemblies. 

9. Make contact with visiting team well in advance of the contest, 
and provide necessary accommodations. 

10. Prepare athlete budget for upcoming year and submit to prin- 
cipal. Monitor adherence to approved budget. 

11. Prepare financial reports as necessary. 

12. Oversee the release of any publicity data to news media. 

13. Ensure compliance of all teams with regulations established by 
governing athletic organizations, Catholic League, Federal, State, 
and local ordinances. 

14. Monitor eligibility of all athletes- particularly their grades and 
compliance with age/weight restrictions, if any. 

15. Purchase required supplies as noted in budget. 
RELATIONSHIPS: 

A. Works with: League Officials (C.Y.O., etc.) and Parents Club 

or equivalent 

B. Works for: Principal 

C. Supervises: Coaching staff 
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COMPOSITE JOB DESCRIPTION 
TITLE: Chief Custodian 

PURPOSE: To maintain the physical school plant in a safe and func- 
tional condition. 
DUTIES: 

1. Keep heating system operating in a safe and efficient manner. 

2. Handle minor electrical, carpentry, and plumbing repairs as 
needed. 

3. Supervise or perform routine tasks necessary, on a regular basis, 
to maintain clean physical surroundings (sweeping, dusting, emp- 
tying trash, etc.). 

4 Supervise and assist with snow removal, particularly in advance 
of the opening of school. 

5. Be familiar with the correct operation and maintenance of any 
equipment used to perform assigned duties, and operate/main- 
tain it accordingly. 

6. Assist with the maintenance of grounds and external landscap- 
ing in an appropriate condition as needed. 

7. Order necessary cleaning supplies on a timely basis. 

8. Arrange subcontract work, when authorized, as needed. 

9. Monitor physical plant conditions regularly to locate potential 
problems needing repair, and advise the proper authority. 

10. Adjust schedule to allow flexibility for extra maintenance work 
of a special nature (e.g. evening conferences or open house). 

11. Maintain up-to-date knowledge of building inspection re- 
quirements and serve as guide when inspectors tour the facilities. 

RELATIONSHIPS: 

A. Works with: School Staff and Parish Personnel 

B. Works for: Principal 

C. Supervises: Janitor, Subcontractors and Cleaning Assistants, 

if any 




PERSONNEL FILES 

The responsibility of personnel files is comparatively new for prin- 
cipals in Catholic school administration. Before the influx of lay 
teachers into the school, most religious communities filed the records 
of teacher certification, transcripts, etc. in the motherhouse com- 
munity files. Principals had no need to be concerned about sick leave, 
absentees, or salary schedules and contracts. Even evaluation was 
the responsibility of the community supervisor. In little more than 
twenty years all this has changed. Today, the high percentage of lay 
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teachers and diversity of faculty background make it imperative to 
keep an accurate record of all personnel information. 

Common procedure for retaining data on teachers is to keep a file 
in the principal's office. This file remains strictly confidential. Only 
certain designated administrators as defined in a handbook of policies 
or documents of agreement have legitimate access to these files. 

No other information may be given to any other person without 
a written authorization of the teacher. 

Contents of File: 

The personnel file contains all information pertinent to the 
teacher's personal and professional status. This will include: 

1. Teacher personal data sheet 

2. Transcript of credits 

3. Certification 

4. Religion and professional updating 

5. Contract 

6. Absentee record 

7. Medical leave record 

8. Information on insurance, retirement, and other benefits 

9. Observations— date and appraisal 

10. Summative evaluations 

11. Anecdotal records- signed and dated 

12. Letters of recommendation 

13. Professional awards 

Policies 

Where the Diocesan office does not provide policies for the per- 
sonnel file, school administration with the faculty should col- 
laboratively agree on the rights of teachers and administration. In 
writing a policy statement, it is recommended that the following be 
included: 

1. Procedure for the examination of file 

2. Time allotted before the examination takes place 

3. Kinds of information to be filed 

4. Counter procedures on communication in file 

5. Confidentiality 

6. Handling of requests for information by others than those agreed 
upon. 

The principal, as a good steward of the vineyard, aware of rights 
and responsibilities, will insist that all documents be submitted and 
filed. Every precaution must be taken to protect their privacy. 

It is good practice to state this in the handbook policies on person- 
nel files An example follows: 
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ARTICLE 16 
PERSONNEL FILES (Diocese of Pittsburgh* 

16.1 If a school maintains a personnel file of teachers, the teacher 
shall have the right to examine his/or file upon giving a notice 
of one day to the principal. 

16.2 No anonymous communications shall be placed in the person- 
nel file of any teacher. 

All other forms of communication must be presented and 
reviewed by the teacher. The teacher has the option to counter 
such presentations. The teacher has the right to obtain a dated 
copy of all materials in his/b ;r personnel file. 

16.3 The personnel file shall remain strictly confidential; only the 
teacher, the principal, and the superintendent, as agents of the 
Board, shall have access to the file. 

A. A teacher shall be notified cf any request for information 
from the file. 

P. No information shall be made available to any person other 
than the aforementioned without the written authorization 
of the teacher. 

STIPENDS FOR SERVICES 

Catholic schools in their long tradition have been credited as in- 
stitutions of Christian service. Lay teachers and administrators ac- 
cepting positions in Catholic schools are well aware that their salaries 
are not commensurate with their pubPc school counterparts. They 
readily acknowledge that contributed services are a vital part of their 
ministry. Attention is drawn by the bishops to the fact where teacher 
associations of one kind or another exist, they must always be mind- 
ful of the responsibilities which form the specific mission of the 
Catholic school, even as they are concer led for the rights of their 
members. 42 

Attending to personnel practices that are rooted in justice and based 
upon the community concept is basic to the mission of the Catholic 
school. Those responsible cannot acknowledge that action for justice 
is a constitutive dimension of the preaching of the gospel without 
addressing the concerns of personal and family needs of devoted 
teachers and administrators. 

"Salaries are often inadequate, and supplementary employment 
is often a necessity. Such a situation is incompatible with profes- 
sional development either because of the time required to work, or 
because of the fatigue that results." 43 
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It is imperative that responsible leadership looks for resources 
necessary to provide the means to eliminate such practices. While 
salary scales have been somewhat adjusted, it would seem that a 
very real weakness exists in the area of reimbursement for extra ser- 
vice. Where some form of teacher association exists or where a few 
daring Spirit-filled responsible boards realize the need, an attempt 
has been made to give extra pay for extra work. Secondary schools 
lead in this attempt. Elementary schools are still struggling. 

Policies such as the following show an honest endeavor: 

EXTRA TAY FOR EXTFA WORK 

(Diocese of Lansing, Michigan) 
ATHLETICS AND OTHER 'AFTER SCHOOL' ACTIVITIES 

In determining the supplemental salary schedule for those respon- 
sible for athletics and other "after school" activities, the following 
should be considered: 

1. The Church's teaching on just wages 

2. The person's experience, skills, and expertise 

3. Administrative responsibility 

4. Extra-time (after school) 

5. Size of the program 

6. Applicable state and federal laws. 

Administrative Regulations DBS FILE #4143 
Subject: EXTRA PAY FOR EXTRA WORK 
ATHLETICS AND OTHER 'AFTER SCHOOL' ACTIVITIES 

Employing institutions will determine "the supplemental salary 
schedule" for use within that institution, and the degree of an 
employee's administrative responsibility in light of his/her co- 
curricular job description. 

Criteria for determining the supplemental salary schedule, and the 
schedule itself, shall be made available to employees, become ad- 
ministrative regulations of the local Area Board/Education Commis- 
sion, and a copy placed on file with the Office of Catholic Educa- 
tion, Diocese of Lansing. 
I. Other 'After School' Activities:: 
Forensics, Debate, Band, Glee-Club/Choral, Journalism, Year 
Book, Cheerleading, Dramatics, Retreats and Christian Service, 
etc. shall be determined by administration within a range be- 
tween. . .2%-3% (ea.) 
To figure Percentage Allowance: 

A. Select Scale A, B, C, D, E, or F in accordance with the educa- 
tion and certification of the teacher. 
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B. Place the teacher at the appropriate step on that scale which 
his'her years of experience in the particular activity would 
entitle him/her. (For example: John Doe possesses a BA + 18, 
is in his 5th year of teaching and has completed 1 year as 
Band Director. His band directing allowance shall be based 
upon 2%— 3% of the 3rd step of Scale B I 
II. Athletics: 

To figure Percentage Allowance: 

A. Select Scale A, B, C, D, E, or F in accordance with the educa- 
tion and certification of the teacher. 

B. Place the teacher at the appropriate step on that scale to 
which his/her years of experience in the particular activity 
would entitle him/her. (For example: John Doe possesses a 
BA+ 18, is in his 5th year of teaching and has completed 2 
years as varsity football coach. His coaching allowance shall 
be based upon 10% of the 3rd step of Scale B.) 

C. Extra compensation for assignment to athletic administrative 
and/or coaching duties shall be limited to not more than 20% 
of the teacher's base salary. 

HIGH SCHOOL 

—Athletic Director 
Class A 
Class B 
Class C 
Class D 

—Coaching 

1) Head Coach Varsity Football, Varsity 
Basketball 

2) Head Coach Varsity Baseball, 
Varsity Track, Assistant Coach 
Varsity Football, Varsity 
Basketball, Head Coach Junior- 
Varsity Football, J.V. Basketball. 
Freshman Football or Freshman 
Basketball 

3) Head Coach Golf, Tennis, Cross 
Country, J.V. Baseball, J.V. Track, 
or Assistant Coach Track, Baseball, 
J.V. Football, Freshman Football or 
Freshman Basketball 



14% 
10% 
8% 
6% 



10% (ea.) 



6% (ea.) 



4% (ea.) 
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ELEMENTARY SCHOOL 

-Junior High Football or Basketball e% (ea ) 

—Baseball 

4% (ea.) 

EXTRA PAY FOR EXTRA WORK 

(Diocese of Pittsburgh) 

20.5 It is agreed that compensation for activities extending beyond 
three (3) horns per week including athletics, shall be negotiated 
between the principal and moderator/coach. The Parish ar- 
Federation agree to the following guidelines for negotiation of 
compensation between principals and moderators of school 
activities. 

A. Wages shall be negotiated with consideration given to oegree 
of responsibility after school time and the number of 
students involved in the activity. 

B. The Activity Moderator must be reimbursed for all personal 
expenses which arc associated with the activity, e.g., use 
of c r from school to activity if needed (20 cents per mile), 
meals, and accepted extraneius expenses. 

EXTRA PAY FOR EXTRA WORK 

(Secondary Schools) 

18.6 Department Chairpersons 

If the principal chooses to appoint Department Chairpersons 
(including guidance counselors and librarians!, they shall 
receive compensation over and above compensation called for 
in Appendix B, C, for a full school year's employment as a 
Department Chairperson according to the following schedule. 

A. Departments containing I professional employee, $100 

B. Departments containing 2 professional employees, $300 

C. Departments containing 3 professional employees, $500 

D. Departments containing 4 or more professional employees 
$600 1 ' 

Department Chairpersons serving less than a full school year 
should be paid pro rata according to the above mentioned 
schedule. 
18.7 Activities Moderator 

The Board and the Federation agree that compensation for the 
Moderators of the following activities will be set at the follow- 
ing minimum schedule. 

A. Drama $250 

B. Yearbook $250 
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C. Forensics $250 

D. Newspaper $250 

E. Student Council $250 

F. Cheerleaders $250 

It is also agreed that compensation for other activities, including 
Pieties, shall be negotiated between the principal and 
moderator/coach. The Board and Federation agree to the follow- 
ing guidelines for neg iation of compensation between prin- 
cipals and moderators of school activities: 

A. Wages shall be negotiated with lonsideration given to degree 
of responsibility, after school time and the number of 
students involved in the activity. 

B. The Activity Moderator must be reimbursed for all personal 
expenses which are associated with the activity, e.g., use 
of car from school to activity if needed (20 cents per mile), 
meals, and accepted extraneous expenses. 

TRANSFERABILITY OF WORK 
EXPERIENCE/BENEFITS 

In the past, very little attention has been given to specific policies 
on the transfer of work experience and benefits. Generally, prin- 
cipals, school board, or pas -rs have negotiated such concerns on 
an individual basis. Many t< , -hers perceive unfair practices arising 
from the lack of policy in determining salary scale, benefits, and 
seniority. In school "A" credit or half credit may be given to teachers 
transferring from the public school system while in school "B" no 
credit is given tr a teacher transferring from a school in the same 
diocesan structure. Even within the same school, teacher "A" may 
lose benefits because of sick leave, while teacher "B" retains benefits 
in the same situation. 

The church faib in her kingly mission of looking after the tem- 
poral welfare of htr workers when the principles of justice are 
violated. 44 Well intentioned, honest administrators often fail to realize 
their responsibility for providing structures for the study of tem- 
poralities when setting up personnel policies. It is well to remember 
that justice is never based on intention, but rather on execution. 
When the bishops state that specific steps can and should be taken 
now by concerned parents, educators, pastors and others to ensure 
the continuance and improvement of Catholic schools, 45 it is presum- 
ed that the agenda for such improvement and continuity includes 
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retention of qualified Christian teachers. 

The following example in effect in the Diocese of Youngstown, 
Ohio, indicates carefully thought-out policy: 

a. Credit for Experience 

When an experienced teacher is hired, he/she should be given 
salary credit for up to five (5) years of teaching and/or ad- 
ministrative experience in other than Diocese of Youngstown 
schools and full credit for all Diocese of Youngstown teaching 
and/or administrative experience. 

b. Partial Years of Experience 

In assigning salary credit for partial years of teaching experience 
! ->0 days of experience in a single school year should be considered 
ai a full year. 
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SUMMARY 

1 . Catholic education must always be alert to the signs of the times. 
To be contemporary and futuristic without abandoning useful 
tradition is to keep an eye focused on the world, and an ear at- 
tuned to God. Duties and responsibilities for the Catholic educa- 
tion are a challenge that calls for new wine in new wineskins. 

2. The church is clear in directives to administrators and teachers 
in fulfilling their duties and responsibilities. There is a strong 
emphasis on the formation of Catholic school personnel. All 
duties and responsibilities are seen in the light of "vocation" and 
a ready response to the call of the Lord. 

3. Orientation is a necessary part of staff development that is ongo- 
ing. It creates a Christian and professional entrance into the 
school community. A specific agenda will ease tensions and be 
effective in providing guidelines. 

4. Competencies are expected in all professions. In Catholic educa- 
tion emphasis on Christian Catholic adult modeling should 
characterize comoetency lists without excluding traditional pro- 
fessional expect, ons. 

5. Good supervisory practice is the responsibility of principals. 
Policies for supervision need to be done in a collaborative way, 
involving both evaluator and evaluee. Procedures should be 
clearly identified. An atmosphere of sensitive awareness, justice, 
and compassion should prevail. The object of supervision is for- 
mative. 

6. Eve luation is closely related to supervision and will be an ap- 
praisal of the behaviors observed during the supervisory func- 
tion. Evaluations are the basis for contract decisions and, 
therefore, must be as free as possible from subjective judgment. 
Guidelines for evaluation must be incorporated into handbooks 
of practices and policies. 

7. It is necessary that Catholic school personnel be acquainted with 
their role expectations. These should be defined and explained 
before signing contracts. Written job descriptions should affirm 
the uniqueness of the Catholic school educator and indicate ex- 
pectancies of the document "To Teach as Jesus Did." 

8. Personnel files should be kept as required by handbooks of 
policy. Due process, grievance procedure, affirmations, and 
recommendatio- ;, evaluations and certifications are all part of 
today's administrative agenda. Rights of individuals in all these 
areas of confidentiality are safeguarded by keeping such infor- 
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mation conscientiously In the personnel files. Policies on the 
rights of individuals l0 examine these files should be spelled out. 
9. An area of deep concern is that of monetary reimbursement for 
extra work. While teachers are expected to give service as detail- 
ed in late church documents, they also have a right to live in 
dignity and to be rewarded for special services. Ways of pro- 
viding stipends for such work must be studied and implemented. 
10. Few explicit policies exist on transfer of jobs and benefits. Justice 
requires Catholic leadership to create ways of providing just and 
reasonable policy in a spirit of authentic dialogue. 

All table wines lose their freshness and fruit and become un- 
savory and flat when kept too long in a cask. So, too, an unhap- 
py condition prevails when policies and practices become unex- 
amined standaidc over long periods of time. The good wine of 
duties and responsibilities with rew and savory character, is 
preserved best in the wineskins of prudent change and caring 
communities. 
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CHAPTER V 

JUSTICE IN TEACHER 
TERMINATION 

by 

Mary Ann Corr, S.C EdD. 



Sister Mary Ann is Elementary Educate Consultant in the Diocese 
of Greensburg, Pennsylvania. She has been instrumental in planning 
diocesan-wide teacher evaluation processes which she believes are essen- 
tial 10 just personnel practices in schools. 

Schools exist for the education of students. Thus, when a teacher 
continues to be ineffective after regular supervisory assistance and 
students are not being educated, there is a need to terminate the 
employment of that teacher. 

In a broad sense, the process of termination for nontenured and 
tenured teachers has serious legal and ethical ramifications. While 
each state describes specific behaviors that are causes for dismissal, 
the most common reasons are immorality, neglect of duty, miscon- 
duct, incompetence, or other just causes, such as reduction in force. 
When reduction in force is a consideration, varied criteria should 
be used to formulate general procedures. However, other than reduc- 
tion in force, where failure on the part of the teacher is in question, 
the school administration bears the burden of proving a "just cause" 
for dismissal. 

CHURCH DOCUMENTS 

Termination of employees in a Catholic school should generally 
follow the guidelines that are applicable for any school termination. 
However, the very purpose of the Catholic school and the role of 
the Catholic school teacher affects this process. Describing the pur- 
pose of the Catholic school, the Second Vatican Council in its 
Declaration on Christian Education states: 

By virtue of its very purpose, while it cultivates the intellect 
with unremitting attention, the 3 Jnool ripens the capacity for 
right judgement, provides an introduction into the cultural 
heritage won by past generations, promotes a sense of values 
and readies students for professional life. 1 
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The role of the Catholic school teacher, while influenced by ap- 
propriate academic preparation, is characterized by a life-long com- 
mitment to the gospel message of Jesus Christ. In addressing teachers, 
the Council said: 

They (teachers) should, therefore, be trained with particular 
care so that they may be enriched with both secular and 
religious knowledge, appropriately certified and may be equip- 
ped with an educational skill which reflects modern-dey fin- 
dings. Bound by charity to one another and their students, and 
penetrated by an apostolic spirit, let them give witness to Christ, 
the unique Teacher, by their lives as well as by their teaching.* 
In accepting their position, teachers in a Catholic school pledge 
to respect and develop the uniqueness of each child they teach. The 
special task of the Catholic school teacher is to stress integration of 
every area of the curriculum. The American bishops in their pastoral 
message on Catholic education, To Teach As Jesus Did, state: 'The 
integration of religious truths with the rest of life is brought about 
in the Catholic school. . .by the presence of teachers who express 
an integrated approach to learning and living in their private and 
professional lives." 3 The stress on integration, particularly as it ap- 
plies to the influence of the teacher, is more clearly defined in a 
Vatican document, The Catholic School It said: 

The extent to which the Christian message is transmitted 
through education depends to a very great extent on the 
teachers. The integration of culture and faith is mediated by 
the other integration of faith and life in the person of the 
teacher. The nobility of the task to which teachers are called 
demands that, in imitation oi Christ, the only Teacher, they 
reveal the Christian message not only by word but also by every 
gesture of their behavior. 4 

In addition to having expertise in one or more subject areas and 
being knowledgeable in human development, learning theory, and 
teaching practices, the Catholic school teacher has the opportunity 
to guide students spiritually. As the church has noted: 

Since the educative mission of the Catholic school is so wide, 
the teacher is in an excellent position to guide the pupil to a 
deepening of his faith and to enrich and enlighten his human 
knowledge with the data of the faith . . . .The teacher can form 
the mind and heart of his pupils and guide them to develop 
a total commitment to Christ, with their whole personality 
enriched by human culture. 5 

Edwin McDermott clarifies this idea when he gives his understan- 
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ding of the role of the Catholic school teacher. "Teaching is part of 
the ambiguity of all human life, and if it is to be salvific, the teacher 
must be a good person." 6 McCormick concurs that the role of the 
Catholic school teacher involves a personal witness to the values of 
Jesus Christ, even in the midst of academic and professional respon- 
sibility. He writes: "Can the mandates of the pastoral To Teach As 
Jesus Did, in itself a call to accountability, be reconciled with the 
inescapable bureaucratic requirements that befall diocesan school 
administrators, and ultimately, the crucial link in this chain, today's 
Catholic teacher? The answer is, and must be, yes." 7 

However, even when teachers in Catholic schools are respected 
and receive support and assistance from administrators, situations 
arise where the very goal of the Catholic school is in jeopardy. For 
one teacher, time may be a serious constraint. That teacher is unable 
to prepare properly lessons that will help students be formed accor- 
ding to the gospels transmitted ihrough the Catholic church while 
responding to the many other demands made on limited time. Or, 
perhaps the problem is more personal, related to the expectation for 
living publicly according to the beliefs of the Catholic church. 

Whatever th*> problem, when it is determined by administrators 
that there is no movement toward a solution, the teacher involved 
in such a situation is ineffective and termination should be con- 
sidered. It is precisely because the Catholic church clearly defines 
and greatly values the contribution of the Catholic school teacher 
that the process of termination is only done after a long and just pro- 
cess. It is also done in such a way that the dignity and respect due 
to the teacher is preserved. 

The Catholic church has had a long tradition of fidelity to justice. 
Over the centuries, the concept of justice as understood in the gospels 
has become more clearly defined. In 1891 Pope Leo XIII wrote Rerum 
Novarum (On the Condition of Labor) in which he tried to provide 
guidelines for Christian workers. He called for equity in bargaining 
and exchange. Workers, he stressed, should have the opportunity 
to form unions and 'o protect their rights. In his 1931 encyclical 
Quadragesimo Anno (On Restructuring the Social Order), Pius XI sup- 
ports Pope Leo's defense of worker rights. He states that anyone who 
works must be given a living wage and that workers have a right 
to share in the profits of the organization. 

In 1961, Pope John XIII wrote Mater et Magistra (Christianity and 
Social Progress) where he supported the Htfits of workers to full par- 
ticipation in industry decision-making, i is second major encyclical 
on justice, Pacem in Terris (Peace on Earth), begins with a general 
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listing of the rights of all human beings. One of these is the right 
to work in order to obtain and maintain a decent life. The right of 
due process is strongly implied in this text. In other church 
documents, including the Vatican II document, Gaudium et Spes (The 
Church in the Modern World), Pope Paul VI's encyclicals, Populorum 
Progressio (On the Development of People 1967), and Octagesima Ad- 
vaniens (A Call to Action 1971), human rights and the d gnity of 
human persons are systematically defined for local, state, national, 
international and global levels of society. 

Injustice in the World, a pastoral letter written by American bishops 
in 1971, the rights of those who serve the church are clearly pro- 
moted. The right to due process for such people is clearly defined 
and all are encouraged to fight injustice in aJl forms. Pope John Paul 
II in his 1979 encyclical, Redemptor Hominis (Redeemer of Man), and 
in his many speeches urges all people to work for justice in labor 
practices and other situations, especially for the poor. 

TERMINATION AND DUE PROCESS 

Within the most recent pastoral by the American bishops, Catholic 
School Teaching and the United States Economy, the support of the 
church for the rights of workers is stated in decisive language. All 
aie expected to observe civi? laws concerning labor, one of which 
is due process. 

Thus, while non-governmental agencies, including Catholic schools 
are not mandated to follow due process procedures by law, once due 
process is established it must be followed. Where specific due pro- 
cess procedures are not clearly designated, any situation which arises 
involving a labor-management dispute between Catholic school ad- 
ministrators and teachers should be solved by adherence to the 
teachings of the church on justice. There are two types of due pro- 
cess to be considered in issues of termination— substantive and pro- 
cedural. Substantive due process refers to a liberty or property in- 
terest. An example of a liberty interest would be the protection of 
a teacher's reputation relative to future employment. An expecta- 
tion of continued employment for the teacher is a property interest. 
Procedural due process protects a teacher from arbitrary actions by 
administrators or public officials. 

DISMISSAL PROCEDURES 

Teachers are terminated for different reasons. One cause for ter- 
mination is reduction in force. Most commonly it is the result of 
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declining enrollment, financial crises or changes in the educational 
program. Written policies for a reduction in force should be given 
to all teachers as a part of school policies. When it becomes necessary 
to implement such a plan, all teachers should be treated fairly and 
terminations should be carried out according to established policies. 

The following suggested steps, while written for public schools, 
can easily be applied to Catholic schools where there is a need for 
reduction in force (R.I.F.) 

1. Make your position on R.I.F. clear to both employees and the com- 
munity; explain the current enrollment, financial, and employ- 
ment picture. 

2. Explain what you have done to keep R.I.F. to a minimum. 

3. Explain the board's official policy on R.I.F.; be sure this policy 
is within state law and federal legislation. 

4. Possibly appoint a task force on declining enrollments to gather 
information and act as a buffer between the board and the 
problem. 8 

5. Be sure that teachers are treated fairly and are suspended for the 
reasons stated. The American Association of School Ad- 
ministrators suggests: 

a. obtaining legal advice to help in wording the notice and in mak- 
ing sure deadlines are met 

b. adding a less formal message within the letter 

c. meeting with the staff who may be affected by R.I.F. 

d. issuing letters by registered mail, detailing a possible suspension 

e. issuing letters of actual suspension by registered mail. 9 

These procedures dioplay a genuine concern for the teachers 
who face suspensions or termination which are consistent with 
acceptable policies for the Catholic schools. Schools need pro- 
cedures that protect the teacher and the school, including 
evaluation and termination. 
The following four steps are typical of those which should be part 
of an evaluation process: 

1. The teacher must be aware of the expected performance 
standards. 

2. The teacher should participate in formative and summative 
evaluations and receive feedback on strengths and weaknesses. 

3. Sufficient help must have been given to the teacher in order to 
correct an unacceptable performance. 

4. A reasonable time for the teacher's improvement should have 
been designated. 10 

Five circumstances that should be present in any consideration 
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of termination proceedings are: 

1. Persistent nature of the difficulties 

2. Repeated warnings 

3. Frequent assistance 

4. Close supervision 

5. Normal and ordinary working conditions. 11 

When teachers have one year contracts, schools sometimes ter- 
minate teachers by simply not renewing the contract. While this ac- 
tion is perfectly legal, schools need to examine the justice and pro- 
priety of this kind of action. Without some kind of redress, teachers 
have little or no possibility for equitable treatment. 

Any termination procedure needs to be conducted properly. The 
following simple steps provide guidelines for the process: 

1. Have a good evaluation r r ocess. 

2. Build your case. Document. 

3. Make the recommendation to terminate. 

4. Notify the teacher. 

5. Prepare for the hearing. 

6. Prepare for the oral review of the situation. 

7. Live with the final outcome. 12 

There may not be a need in all Catholic schools to complete steps 
five and six, but in schools where teachers are represented in a col- 
lective bargaining agreement with administrators or in schools where 
termination procedures are established, this sequential process or 
one similar to it should be followed. Regardless of local policies, the 
Catholic school administrator must be knowledgeable concerning 
the legal and ethical components of the process as all teachers deserve 
the "letter and the spirit" of due process. 

While each state lists specific reasons which are cause for dismissal, 
there are some reasons which are generally cited in all states. Most 
of these causes are serious enough that they warrant immediate ac- 
tion. In the public school setting, such charges would be presented 
at an official hearing and the teacher would be terminated once proof 
of the charges has been established. Whenever a serious situation 
such as those listed below exists in a Catholic school, similar prompt 
action should be taken. 

The following causes are those for which no waiting period for 
possible correction is extended to the teacher. 

One of these situations is neglect of duty which is equated with 
failing to act as a prudent person when supervising students or pro- 
viding instruction on the operation of equipment. Another charge 
is immorality, including sexual immorality, abusive language in the 
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classroom, dishonesty, falsifying records, stealing or cheating. 
Another is misconduct, which includes conviction of a felony or a 
crime. In Catholic schools, there is an additional serious charge. In 
most diocesan policy handbooks, there is a clear statement about 
the expectation of the Catholi': school teacher to live in conformity 
with the laws and teaching of the Catholic church. When a teacher 
by his or her actions publicly contradicts church doctrines or regula- 
tions, the ieacher may be dismissed immediately. These and other 
similarly serious charges cannot be tolerated in a Catholic educa- 
tion setting. 

Only charges of insubordination, incompetency or inefficiency pro- 
vide an opportunity for a waiting period in which the undesirable 
behavior may be corrected. By reviewing the specifics of the situa- 
tion a charge of insubordination can be either affirmed or negated 
without extreme difficulty. When the charge is one of incompetence, 
identifying and clarifying this inadequacy becomes more difficult 
and is closely associated with a program of regulai supervision and 
evaluation. 

EVALUATION: FORMATIVE AND 
SUMMATIVE 

In discussing supervision and evaluation practices, an important 
distinction must be made between formative and summative evalua- 
tion. Summative evaluation is a decision made about a teacher's per- 
formance, often in relation to such varied personnel decisions as 
teacher assignments, teacher transfers to other grade levels or sub- 
bet areas, and to teacher termination. In many instances, a sum- 
mative evaluation is done in compliance with officials outside the 
lecal school, whether local or diocesan. There is a continuing need 
for summative evaluation. Formative evaluation is used to improve 
a person's teaching skills through an ongoing process of observation 
where the supervisor gives pertinent feedback to the teacher on a 
regular basis. The primary focus in formative evaluation is the im- 
provement of instruction. 

Today, teacher accountability is a favorite topic at most educational 
gatherings. Within the evaluation process, it is important to preserve 
the rights of all educators. However, the improvement of instruc- 
tion nrv st remain the goal and primary reason for evaluation. In 
refererce to legal reviews of teacher dismissal cases, McGreal writes: 
There is no legal suggestion as to what the major purpose 

of evaluation should be, what data must be collected, what 
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criteria be used, or what limits should be set on the level of 
teacher involvement. Obviously, it would be to the district's 
advantage to be sure that local evaluation procedures do not 
violate due process safeguards. But it should be made clear that 
evaluation systems can provide these protections and still be 
built with the primary focus on the improvement of instruc- 
tion. 13 

Many different methods of evaluation are used by administrators 
and central office supervisory personnel. Some emphasize a review 
of standard criteria in areas pertinent to education, such as 
knowledge of subject matter or classroom management. Often a 
checklist with the criteria listed is used during or after a period of 
classroom observation and a teacher is judged on how well he or 
she attains an acceptable criterion or rating. 

Methods that emphasize goal-setting h?ve become widely used in 
recent years. This method evolves around an individual teacher's 
educational goals, which are frequently formulated at the beginn- 
ing of a school year. A third method is clinical supervision where 
the teacher and supervisor meet to prepare and evaluate the lesson. 
Apre-conference, classroom observation, and post-conference, along 
with analysis on the part of the supervisor, form the basic com- 
ponents of this experience. These and other valid evaluation models 
are beneficial in as much as they ultimately strengthen the instruc- 
tional program. What is important is that supervision is done on a 
regular basis as part of an established evaluation process and that 
written records are kept of the supervisory sessions. 

Supervisory conferences have two discrete functions. The most 
important conference function is promotion of the teacher's growth 
in effective instruction. Conferences designed to improve instruc- 
tion must be both diagnostic and prescriptive and are most accurately 
labeled instructional conferences. A secondary function of a super- 
visory conference is evaluation. The objective of an evaluative con- 
ference is that a teacher's placement on a continuum from unsatisfac- 
tory to outstanding will be established and the teacher will have the 
opportunity to examine the evidence of many instructional con- 
ferences. 14 

A good evaluation process will improve the instructional skills of 
all teachers through regular formative and occasional summative 
evaluation. Yet teachers have varied levels of professional expertise. 
To respond to the educational needs of teachers with their varied 
backgrounds, supervisors frequently assume different roles using 
directive, collaborative, and non-directive models with the teachers. 
Carl Glickman defines these models as follows: directive models call 
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for the supervisor to be an enforcer of standards of teacher behaviors, 
to model and direct and measure proficiency levels; collaborative 
models involve the supervisor and the teacher as equal partners in 
the contracting of mutually planned changes; non-directive models 
enlist the support of the supervisor as a nonjudgmental clarificr, and 
encourager of decisions made by the teacher. 15 

TENURE 

A consideration of the professional levels of teachers leads to a 
natural division of teachers for supervisory purposes into tenured 
and nontenured teachers. Diocesan handbooks clearly define the 
meanings of the terms tenured and nontenured. They differ from 
the uses of the terms in public schools. Tenured status in a Catholic 
school generally means that a teacher, after a designated period such 
as three successive years, should expect to have his or her contract 
renewed each year. In Catholic schools as in public schools, the 
supervisional focus for tenured teachers is the improvement of in- 
struction through a refining of their teaching skills. Tenured teachers 
should be active participants in defining their own educational goals 
which are then agreed to by the supervisor. Any collection of data 
from the observation of tenured teachers should relate to these 
established goals. 

While the sup' 'isor also focuses on the improvement of instruc- 
tion, the evaluai.on of nontenured teachers is to determine whether 
or not they will be retained in the school for the following year. The 
observations should be more frequent for nontenured teachers, at 
least once each semester. These may be formative in nature, but the 
final evaluation is a summative one. 

For nontenured teachers the period of time previous to achieving 
tenured status is sometimes referred to as a probationary period. Dur- 
ing this period, teachers may be given an annual contract, sometimes 
referred to as a spring-notification contract. With this annual con- 
tract, continued employment is contingent upon the teacher's be- 
ing offered a new annual contract. If the contract is not to be renewed 
after the probationary period, the teacher is notified several months 
in advance of the expiration date so that new employment may be 
sought. When a probationary contract is not renewed, the teacher 
is dismissed and has no right to stated reasons for dismissal or to 
a hearing. If a *eacher with an annual contract is dismissed before 
that contract has expired, school officials are responsible for 
documentation to show that the dismissal was not arbitrary and that 
it was done for a just cause. 
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DOCUMENTATION, 
RECOMMENDATION, NOTIFICATION 

In Catholic schools, it is usually the administrator working with 
the pastor who makes the final decision to terwate a teacher. The 
opportunity for input from an advisory school committee may be 
provided by the principal and/or the pastor. It is important that any 
established diocesan policies regarding teacher termination be 
carefully followed by the administrator. When there is a serious 
possibility of the dismissal of a teacher, regular communication with 
the diocesan office of education is also essential to ensu*". diocv san 
support in this sensitive situation. Throughout a dismissal pro ess, 
justice and fairness should be evident. 

The guidelines which follow describe the initial steps in a termina- 
tion process in the public sector. These steps ensure the public school 
teacher the right of due process. The Catholic school administrator 
should be aware of thrse legal requirements for teacher dismissal 
in the public school and where possible incorporate those points that 
are applicable in the termination process in a Catholic school. In the 
final stages of an unsuccessful evaluation process, the principal 
should be in communication with the superintendent. When it 
becomes evident that, after a designated period of time in which to 
correct de'icienres, even after repeated unsatisfactory evaluations, 
regular assistance from the principal and written warnings about the 
deficiencies, the tenured teacher's shortcomings will not improve, 
the principal initiates the formal process of dismissal. Once a deci- 
sion has been made by the administrator that a tenured teacher 
should be recommended for termination, the work of evaluation over 
many months and the documentation of that evaluation process 
becomes a primary consideration. The following guidelines should 
be followed in organizing documented evidence: 

In the text of all correspondence, there should be the following: 

1. Give the dates of any work that was observed. 

2. State an assistance offered and/or suggestions made. 

3. Give an exact description of the dissatisfaction with performance. 

4. State the nature of the action being recommended (withholding 
of increment, termination of services, etc.). 

5. Keep the tone emotionally antiseptic. Diatribes or "loaded 
language" undercut the whole process. 

6. Make copies properly; send to all persons who need to be 
info r med. 
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7. Cause all correspondence to be receipted either via registered mail 
or by office signature. 

8. Prepare a full and complete folder of all pertinent materials; such 
folder to be available for duplication at the proper legal moment. 
Materials therein should include all written classroom observa- 
tions, annual evaluations, interim memoranda, letters, summaries 
of conferences. 

9. DO NOT introduce written material that the teacher has not 
received. As a matter of fact, s; ch material should not even exist. 
When deciding whether or not to include selected pieces of infor- 
mation as documentation, the following standards should be 
considered: 

1. Specific in nature. General charges carry little weight. Factual 
evidence of specific deficiencies in performance competencies and 
job related conduct must be presented. 

2. Extensive in scope. An isolated case does not ordinarily constitute 
s^flicient evidence except under unusual and extensive cir- 
cumstances; a numocr of instances illustrating the problem must 
be submitted. 

3. Recorded. All specific charges should be backed up by written 
statements made by the observer immediately after the various 
times the deficiencies were actually observed. In addition, all oc- 
casions where assistance is given or discipline or counseling ses- 
sions are held, should be made a matter of record. It is crucial 
that necessary ;mation not only be recorded, but properly 
recorded. Properly recording means: entering appropriate dates 
and times, stating complete names of involved people, obtaining 
signatures of appropriate parties, listing of witnesses, notarizing 
statements, verifying by witnesses that the statements they sign- 
ed contained true and correct information. 

4. Original drafts. Written evidence presented at dismissal hearings 
of original drafts made at the time of, or immediately following 
the observation of performance (or conference), carry more weight 
than that reorganized or copied at a later date to prepare for a 
hearing. When all of the documentation has been gathered, the 
formal process of recommending a teacher for dismissal is initiated 
with the first step, preparing the statement of the reasons for 
dismissal. It must be carefully worded and the specific charges 
should be from those listed in each states' pertinent laws on 
dismissal. 

Only issues previously discussed with the *<^jher and for which 
he or she has had ample warning and sufficient time for correction 
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should be included in the statement of charges. Charges should refer 
to and quote from the written communication available from earlier 
observation and supervision sessions. When the concise statement 
of charges is complete, and accompanied by documented evidence 
which can be verified by testimony, it is sent to the superintendent 
who then makes a recommendation for dismissal of uie teacher. 

This recommendation for dismissal is the cause for a series of steps 
to be initiated: 

1. The administrator in charge of the dismissal case asks the school 
board, on the recommendation of the superintendent, to consider 
the dismissal of the tenured teacher. 

2. The board agrees to do this and a date is set, usually at least 30 
days in advance, when the board will vote on the recommended 
dismissal. 

3. The teacher is then notified of the exact date of the scheduled 
board consideration. If the teacher does not ask for a hearing, that 
hearing takes place on the date designated by the board. 16 
The termination process in a Catholic school has similar 

components: 

1. Statement of charges. This is a written notice of termini lion given 
to the teacher by the administrator. This notice is given only after 
an appropriate number of negative evaluations have been made 
by the administrator to the teacher. 

2. Heaiing. This is a formal discussion v/here the administrator in- 
forms the teacher that he or she will not be rehired. 

3. Appeal. If the teacher does not accept the termination action, he 
or she can appeal it through a grievance procedure. 

A grievance procedure usually involves a scries of steps wh'ch 
should be carried out within a specific time limit. If either the ad- 
ministrator or the teacher fails to adhere to the time limit, this faih- o 
will, by mutual consent, have negative consequences for the offen 
ding party and the grievance procedure will be terminated, The final 
step in such a grievance procedure could be the establishment of 
a Grievance Review Committee. Diocesan personnel might serve on 
such a committee and the decision of this commie would be final. 



The dismissal hearing of a public school teacher is a formal legal 
exercise which ensures the teacher the right of do >: process. The right 
of due process in the final stages of termination should also be 
available to the Catholic school teacher. 



HEARING AND FINAL OUTCOME 
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While it is unlikely that a hearing in a Catholic school setting would 
ever include the detailed and minute steps of a public school hear- 
ing, a formal hearing is also beneficial to the Catholic school ad- 
ministrator who works for just . jlutions in terminations situations. 
This organized process is designed both to provide rights to the 
teacher and to strengthen the educational system by dismissing in- 
adequate teachers, ihese are common goals with which Catholic 
school administrators can identify. 

During the designated period of time before the hearing, the 
teacher has time to prepare a defense and to retain an attorney, if 
desired. (The school may also have an attorney present.) If it is re- 
quested, a copy of the dismissal charges must be given to the teacher. 
Any other pertinent documents, including information in the 
teacher's file, should also be given to the teacher upon request. 

The administrator, who will assume the role oi "prosecutor" dur- 
ing the hearings, should try to foresee the arguments that the teacher 
will present and prepare responses to this anticipated defense. If 
witnesses are necessary they should be notified of the date and time 
of the heanng. 

Any documents that will be used by the administrator during the 
hearing to defend the dismissal charges should be organized for easy 
selection from the rest of the evidence when presenting the evidence 
to the due process board. The administrator will then avoid having 
to sift through disorganized papers. 

The arrangement of the room should reflect the formality of this 
situation with the board of education seated in a central place and 
the witnesses at a table across the room facing the board or whatever 
group will make the decision . At tables on either side of the board, 
the administrator and the teacher are seated. If the hearing is a public 
one, those present should be seated so tha f it is evident that they 
are not to interfere with the proceedings. A tape recording should 
be used to make a record of the proceedings or a court stenographer 
should be employed. 

After agreeing to hear dismissal charges, it is important that 
members of the board have no communication with either the ad- 
ministrator or legal counsel except concerning procedural questions; 
these are asked by the board president. It is incorrect to seek advice 
about the case itself. The board alone decides the case. On the 
designated date, the board president reviews the rules for the hear- 
ing. These rules may be questioned by the administrator, the teacher, 
01 each side's legal counsel. First, the administrator and then the 
teacher present evidence to support or reject the dismissal charges. 
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The board members listen to the evidence, asking questions only 
for clarification and not to dispute claims. 

The administrator, the teacher, or the attorneys are permitted to 
ask questions at any time during the hearing for purposes of clarifica- 
tion. Both parties may call witnesses t j represent their positions and 
these witnesses may be cross-examined, 
examined. 

The purpose of the due process hearings of this sort is to give 
teachers who have been cited for dismissal a chance to hear the 
evidence against them, to present their own defense and witnesses 
for their defense, and to give, if desired, a face-to-face appeal to the 
board. At the same time, administrators have the task of presenting, 
as clearly as possible, the reasons for dismissal. 17 

It is extremely important that the administrator remain calm and 
controlled when presenting the charges or responding to questions. 
The principal should always think before responding to questions 
and present clear concise information in language that is understan- 
dable to persons other than educators. Both body language and eye 
contact during the hearing are important aspects of the ad- 
ministrator's presentation. Gr:er agrees. 

The administration should emphasize important information 
more than one time and in more than one place during a hear- 
ing. Committee members are not always listening carefully or 
do not understand the importance of key information the first 
time it is presented. 18 

After both sides have had the opportunity to present any informa- 
tion that they wish to make known, the president of the board closes 
the hearing. If the hearing is not public, the teacher and the teacher's 
attorney v/ill be asked to leave while the board deliberates the 
charges. Only at this time does the board hear the administration's 
recommendation. Board members may debate further before voting 
on the recommendation. If the board votes for dismissal, then the 
charges from the administration are accepted and the teacher is ter- 
minated. If the board rejects the charges, the teacher resumes nor- 
mal employment and the administration is left to evaluate whether 
or not some aspect of the preparations were not properly executed. 
If administrators understand the steps in the dismissal process, but 
also the importance of regular formative and summative evaluation, 
then teachers, supervisors, and administrators, working together, will 
strengthen the educational program which is an ultimate goal. 

Catholic school teachers are actively involved in the ministry of 
Catholic education. Dismissal of a Catholic school teacher should 
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be carried out in justice, for a healthy, professional climate benefits 
everyone, especially the students. 19 The termination of a tenured 
teacher is a serious action which should be carried out only as a "last 
resort" and after other attempts at remediation have failed. The ter- 
mination of a Catholic school teacher involves an additional burden, 
both because of the dedication of the majority of teachers in Catholic 
schools and also because of the special participation of Catholic 
school teachers in the teaching mission of the church. 

The good policies and practices concerning the termination of 
teachers should facilitate the process of terminating a teacher when 
for a good and just cause it becomes necessary to do so. To help en- 
sure that termination is a just process, certain previous actions should 
be taken by a school. The school's hiring, grievance, evaluation, and 
termination policies should be in writing, preferably in the faculty 
handbook. They should be in line with diocesan policies and should 
be reviewed by an attorney. Any agreements beyond the contract 
between teacher and principal should be in writing. Any changes 
to the contract should be written on the contract and initialed by 
both parties. These precautions help maintain justice and avoid un- 
necessary acrimony later. 



SUMMARY 

1. When reduction in force is probable, this matter should be per- 
sonally discussed with any teacher who faces possible termination. 

2. The teacher should have the right of due process. 

3. A satisfactory evaluation process should be established and 
documented evidence of regular evaluations of the teacher in ques- 
tion should be available. 

4. The teacher must have participated in a formative evaluation pro- 
cess where the principal or supervisor provided assistance in iden- 
tified areas of need. 

5. Non-tenured teachers who are not rehired after the probationary 
period have no right to a due process hearing. 

6. The proceedings in a termination hearing should be specified. 

7. The legal proceedings of teacher termination cases, which pre- 
sent the findings of the courts in specific situations, can clarify 
the essential elements in a successful teacher termination policy. 
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CHAPTER VI 

IN JUSTICE, THE TIMES 
DEMAND DEVELOPMENT 



by 

Rev. Robert I Yeager EdD. 



Father Yeager is Vice President for Development at NCEA. In that 
position, he conducts development efforts for the association and directs 
a national training symposium in development issues for parishes and 
schools. A priest of the Diocese of Toledo, he served for 15 years as secon- 
dary school principal. 



Justice is the moral virtue which in classical philosophy is said to 
concentrate on the rationrl appetite of a human being which can 
go out to others, even to God. From the side of its object, justice 
does not do the limited personal work of controlling human passion, 
rather it escapes the personal in its concern for the good of another 
or for the good of the community. Human life is successful only to 
the degree to which human activity measures up to the rule of reason. 

Much of modern day discussion about the promotion of justice 
would proceed more rapidly to a successful conclusion if it were 
remembered that obligations are the basic claim to rights. Justice 
is a social virtue and society is a whole of which the parts are the 
individual citizens. The relation of the parts to the whole is regulated 
by legal justice the relation of the whole to its parts by distributive 
justice, and the relation of part to part, of person to person, by 
cumulative justice. 

This very brief summary on the Catholic thinking on the virtue 
of justice points ic the basic theology which underlies the work of 
development. 

This chapter will define the concept of development, show dif- 
ferences between development and fund raising, and give sugges- 
tions for the implementation of development programs in elemen- 
tary and secondary schools. This concept is not discussed as such 
in church documents, although responsible stewardship and good 
common sense have been spoken about in church circles for many 
years. 



INTRODUCTION 
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Many justice issues are involved when any development program 
is implemented. 



The term development was first used by the late Thomas A. Gonser 
in 1923 at Northwestern University. It used was to describe a func- 
tion in the university meaning "development of the whole institu- 
tion." It was never used as a synonym for fund raising. 

Over the years others expanded this concept. Today, development 
is explained by the firm of Gonser Gerber Tinker Stuhr as: 
. . .the concept that holds that the highest destiny of an in- 
stitution can be realized only by a total effort on the part of 
the entire institution to analyze its educational philosophy, mis- 
sion, and activities, to crystallize its objectives, project them 
into the future, and continually follow through to see that the 
objectives are realized. 1 

The development concept implies and demands: 

1. An ail-institutional approach. 

2. Emphasis on the school's mission 

3. Institutional planning (long range with short term goals to fulfill 
its mission). 

4. Proper placing of the development function in the administrative 
structure as well as leadership in development on the board of 



5. Well defined development goals each year and a written plan to 
reach the goals. 

6. Primary emphasis on the students served by the school and on 
the donors who support the program. 



MUCH MORE THAN FUND RAISING 



While it may be true that programs will never be actualized without 
funds, it is even more true that many programs have been funded 
without sufficient planning toward a goal. Action and delivery of 
"underpinned" programs only lead clients and supporte s toward 
dissatisfaction with the institution. Fund raising, an important func- 
tion in the development program, can never be mistaken for or 
equated with development. "Doing projects" may convince many 
in the short term that much is happening, but it will never replace 
serious planning and deliberate program execution. 

Development in and for a Catholic school can never be merely 
fund raising because the gospel mandates that the church continue 
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trustees. 





to "Go teach!" As schools are developed they must continue to create 
opportunities for learning not only for their ^dents, but also for 
students' parents, grandparents and others in the Catholic communi- 
ty who have an interest in its educational endeavor. 

Development work in Catholic schools calls for the highest ethical 
policies and their rigid enforcement. This mandate stems not only 
from the professional nature of development work, but also from 
the gospel mandate for justice and honesty. Catholic development 
work fails when it does not realize the breadth of the calling either 
of the school or of the development officer. A Catholic development 
officer hardly exists for only a school or a parish — he or she is call- 
ed to make the message of Jesus more concrete in the lives of all 
those who are touched. The development officer is the minister of 
the word. Such a position may never be denigrated io the level of 
mere "fund raising." Jesus came with enthusiasm— not money. The 
spirit produced the material objects that were needed for his ministry 
among human beings. 

There is ample evidence of this same kind of calling in the modern 
world. Many people are driven away from a gospel-oriented project 
when the financial aspects of it are discussed too early or without 
the creation of sufficient enthusiasm for shared decision making 
throughout the execution of the project. 

Development is one of the main administrative functions of a 
school. Many Catholic schools face the financial and enrollment pro- 
blems they do today because they have not realized over a period 
of time how important development is. Much of the administrator's 
time is spent in curricular and athletic areas. Catholics have long 
stood behind the banner of the Council of Baltimore which man- 
dated that parents send children to Catholic schools under pain of 
sin and deprivation of the sacraments. It takes no learned guru to 
predict the kind of reverse effect this type of motivation has when 
it is removed. Still, this is not a time for hand wringing, but a time 
to admit that this approach will hardly meet the needs of the Catholic 
community today. Now is the time for Catholic schools to use 
resources of time, personnel, and finances to make development an 
integral part of the administration. 

Catholic schools owe a debt in justice to parents and students to 
assure them that the administration will concern itself with the 
following areas: 

1. Excellence in the academic areas; 

2. Expansion and responsible management in student activities, with 
at least as much effort expended in the fine arts as in athletics; 
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3. Establishment of development programs which encourage and de- 
mand long-range, people-intensive planning; 

4. Improvement in business affairs, with budgets well planned and 
reporting done to concerned publics on a regular basis. 

The time is past when the number of teachers can be determined 
by taking the total number of children involved in a program, 
dividing by 30 or 35 and placing that many students in a classroom. 
The time is likewise past when teachers can be paid according to 
the lowest scale because it is argued that no additional funds are 
available. At the very least Catholic schools must address the 
psychological implications of low pay to teachers. 

One might make an argument that there are more administrative 
functions to be added to the four that are listed, but there must be 
these four as a minimum in any Catholic school. This minimum is 
cited here in an attempt to point out that development is so much 
more than fund raising and that development is of equal importance 
with academic excellence, student services, and good business 
functioning 

PURPOSE 

"Why have a development program?" The material presented 
above addresses part of the answer to this question. One should not 
take the approach that the beginning of a development program 
seems overwhelming and therefore should not be begun. A full 
development program will not be instantaneously operatio -U. In 
fact, development programs always have room to grow and improve. 
Many of the concepts introduced into development are not tenibly 
profound, but simply must be done in an ordered and administrative- 
ly responsible manner. Development requires much more repetitive 
work than ingenious momentary insights. If one just does the tasks 
professionally over a period of time, the institution will be improv- 
ed ir its responsibility to bring the gospel message. 

The purposes and therefore the criteria for measurement of an ef- 
fective development program are: 

1. To obtain greater acceptance for the institution from its major 
publics. 

2. To obtain more participants of the quality and quantity that the 
institution desires. If the institution is a school, this purpose is 
obviou* However, the same can be said of any educational pro- 
gram in a parish. This same concept might even be used to ob- 
tain more members of a parish congregation. 
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3. To secure addit*on*J funds for institutional programs through: 

a. the annual fund for current operation:; 

b. specific capital projects; 

c. major capital e r ort; 

i funds from deferred giving or estate planning. 

4. To "en-spirt" all those who touch the institution to an enthu&iasm 
and sharing of institutional goals in a very practical way. The 
Catholic d^/elopmei/ program should move people away from 
the "oblig? f ion" mentality and into the arena of those who are 
delighted to be a part of the people of God called to "Go Teach!" 
While obligation has some undesirable aspc :ts to it, being called 
to bring Jesus to others is a concrete way ot inviting others to use 
their time, talent, and treasure in 0 manner which has meaningful 
religious effects. 

5. To provide the arena in which networking can take place amonf 
all the individuals who share in a common institutional goal. It 
is amazing how much an institution is moved forward when in- 
formal exchanges occur through parties interested in institutional 
go^s, but who have no forum in which to meet. 

6. To provide materials and programs in which publics may outain 
a better understanding of the role played by this institution w>thin 
the community, the educational community, the church com- 
mur 'ty. W • lust begin to present the relationship of individual 
Catholic educational institutions to other institutions. This rela- 
tionship is poorly understood by the Otholic community. The 
informational purpose of dev^ pment should assist in bulding 
the understand Lng component of the total development effort. 

TRADITIONAL FUND RAISING 

in contract to a comprehensive development program, the tradi- 
tional fund-raising campaign has one phase. 2 Its purpose is to raise 
a specific sum of money from all the publics of the parish for the 
same project, normally a capital project or a combination of projects. 
Once the totai sum has been set, tiiere i: inte ^ive and general 
solicitation over a specific period of tim* l ~ieet the goal. The em- 
pharis is on getting all the publics to give to the common goal and 
to make definite commitments within the set period. 

One advantage of this traditional fund-raising approach is that there 
is impetus to set up an organization to solicit prospects within a 
definite period of time for a definite moneta w goal. An institution 
is forced to be specific. Another advant ge is the urgency and 
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pressure of reaching the goal within the set period. 

Among the problems of ths fund-raising campaign are' 

The t-rgency of reaching the goal i. ay ir.uuct solicitors to put un- 
due pressure on their prospects, which rarely produces major gifts. 

A donor may be forced to give a token amount without ever real- 
ly being sold on the program of the institution itself. 

The campaign is not geared to train both volunteers and staff 
members in a continuous program The emphasis is on a crash effort. 

When the campaign is over, there is often little effort to transfer 
the benefits gained into a sustained, long-range program. 

An intensive solicitation effort, with its concentrat'-n on travel, 
du.ners, campaign accessories, and additional staff, is often very 
expensive. 

A specific capital campaign may fail to attain its goal, thus creating 
a lack of confidence in the institution by its investors and friends. 

ADVANTAGES OF COMPREHENSIVE 
PROGRAM 

A comprehensive long-range development program has many 
advantages: 

A carefulh worked out development program takes a look at all 
methods of the financing for parish (Sunday offering, income from 
auxiliary activities, endowr lent income economies achieved by more 
efficient operation, cooperation with other parishes, loans, annual 
gifts, capital gifts, defem i gifts) rather than looking only at the 
capitai gifts reeded with . 9 definite period. 

A well-thought out dev. * oment program produces an academic 
blueprint which gives a parisi. a .^nse of direction ' or many years. 

Continuity in fundraising over the years is provided by building 
in an annual program for current operations, a sustained effort to 
obtain specific capital project:,, a continuous program of obtaining 
funds through estate planning, and from time to tim<* scheduling an 
intensive effort to finish up a major capital project. 

The training and use of both volunteers and staff members on a 
continuing basis year after year is most helpful. 

WHO IS TK^ DEVELOPMENT 
PERSON? 

The responsibility for development activity should be given to a 
staff member. Since the principal or head of a program has a 
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definitive role to play in the development effort, this is not a role 
where the principal can wear two hats. The development officer 
should not be the principal, although at the outset of a program the 
principal may perform certain of the development functions until 
the development officer is in place. In the earliest stages of moving 
toward development, the principal -nay well guide volunteers in such 
activities as organizing the data about the school or researching the 
names and current addresses of the alumni. 

For the long term, however, the principal should not be the 
development officer, as the principal has his or her own role lo play 
in a total development effort. For the principal to accept both posi- 
tions of principal and Vice Principal for Development weakens the 
effectiveness of each position as the publics dealt with will be hard 
pressed to recognize the appropriate "hat" at the proper time. Much 
development work is successful because of personal interactions. 
These dynamics can hardly occur between "hats" worn by one 
person! 

Who is the dev Jopm it person? This person is the one to whom 
development means new institutional resources who will increase 
the status of the development area. Development is not a profession, 
but doe. require a professional. A profession is a calling requiring 
specialized knowledge, cften preceded by long and intensive 
academic preparation. 

A professional is one who: 

1. practices a full time occupation; 

2. feels a deep commitment to his or her calling ana has deep feel- 
ings at 4 the institutional goals which he or she is responsible 
for advancing; 

3. possesses knowledge and skills based on education and special 
training, which ideally will be of exceptional duration and perhaps 
exceptional difficulty, in the following areas: 

a. communications 

b. marketing 

c. management 

d. direct mail 

e. public relations 

f. power structure 

g. facilitation 

h. ombudsmanship for donor 

i. education 
j. sales 

4. is service oriented; 
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5. enjoys considerable autonomy restrained by responsibility 

6. endeavors to protect and enhance the interests and status of the 
occupation, especially through active participation in professional 
organizations and accreditation; 

7. enjoys acceptance and status among other professionals. 

QUALIFICATIONS OF A GOOD 
DEVELOPMENT OFFICER 

The qualifications of a good development officer can be outlined 
in the following manner- 

1. Shows integrity 

a. personal-meets all personal qualifications for all other 
members of the school staff 

b. professional 

c. integrity to the school 

2. Shows understanding and enthusiasm for the school 

This suggests that the development officer will continue to learn 
r.bout institutional growth through participation as a regular 
faculty member in faculty meetings, liturgical events, athletic 
and extra-curricular events. 

3. Has the ability to be an extension of the office of the principal 
especially by representing the principal's aims and objectives at 
all meetings and activities. 

4. Accepts responsibility with all that implies in terms of repc-tim. 
on outcome of activities. 

5. Establishes high standards for self and others. 

6. Is a self starter-musi ha/e considerable personal initiative which 
operates within general institutional ^als. 

7. Is motivated personally and can motivate others. In a word the 
development officer must be a POSITIVE PERSON. 

8. Can prepare a personal schedule and work up to it Must also 
be able to supervise schedules of those working with the develop- 
ment office. K 

9. Is in robust health. Must have the ability to work hard for long 
periods of time; practice good eating and rest habits 

10. Has the ability to communicate, especially through the written 
word. Must present a good appearance to those who will be met 
personally. 

1 1 . Has an outgoing personality with a reasonable ability to get alone 
with others. 6 6 

12. Has a sense of timing and appropriateness for various behaviors. 
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13. Can numerate as well as literate which presupposes a habit of 
reading. 

14. Has expt-'ence in development or some related activities. 
Development begins with the Board of Education. Admittedly the 

principal and in the case of parish schools the pastor also play very 
important parts, but the school board must be active from the very 
moment that development is conceived in a local school. Develop- 
ment is one of the main administrati j functions of an institution 
and should be one of the main administrative divisions. 

The rapid growth of development programs in Catholic schools 
in recent years has focused attention on the key role of the develop- 
ment director in obtaining new resources. 

Development has come a long way from the old-fashioned 
stereotype of fund raising. Many outstanding men and women have 
chosen development for their careers. It is a field that is tremendously 
important, for development is the administrative function of the 
school which is concerned with obtaining new resources. The 
school's chances for survival and growth depend cn these new 
resources which include: increased acceptance with the school's im- 
portant publics; more funds for current operations and capital 
growth; and an adequate quantity of the kind and quality of students 
the school v T ishes to ser/e. 

The director of a development program in a Catholic elementary 
or hi^!i school must be more than a fund raiser. To succeed in his 
job the development officer must also be an 
Educator: Above aU, the development director must understand 
education, must believe in the educational purposes of the school, 
must know thoroughly the educational programs his institution is 
endeavoring to inaugurate or maintain, and be able to formulate and 
direct continuing efforts to obtain support for these programs. 
Manager: In the first place, the development officer is a line officer, 
managing his or her own own area of operations, familiar with 
management techniques and their operation in an educational 
institution. 

Communicator: Development concerns the cultivation and obtain- 
ing of acceptance and support from the public: vital to an institu- 
tion No program of cultivation and fund raising will work without 
a knowledge of how to communicate with the«c publics. The press, 
radio, television, personal contacts, publication, exhibits, displays, 
speeches, meetings, events, open houses, all of thes? and countless 
othe^ means of communication are integral parts of a development 
program. The director must be able to communicate effectively. 
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Researcher: Too many development programs get launched without 
necessary research concerning the basic problems, past history, the 
potential for support, and the factors which will affect the outcome. 
Similarly, evaluation is a technique used all too sparingly in develop- 
ment programs. Too many projects and procedures are continued 
each year without adequate evidence as to their effectiveness. The 
development director should understand the techniques and pro- 
cedures of research and evaluation and bring them to bear on the 
local program. 

Leader: In addition to the leadership expected from members of 
school boaids, the development director must be a leader too. While 
he or she is responsible to the principal and as a staff member car- 
ries out the policies established by the school board, the director must 
personally take the lead in initiative, action, perseverence, follow 
through, and painstaking attention to details. The direct must be 
a self starter, a pace setter, and an establisher of high standards. A 
development director must lead the staff as well as the volunteers 
whom he or she recruits, trains, and works with, in vision, dedica- 
tion, personal integrity and plain hard work. The high turnover rate 
among development directors is disturbing. Not all of it, however, 
is because the development director is following the lure of higher 
salaries elsewhere. Some schools cannot retain their development 
directors because of: 

1. Misunderstanding on the part of the institution concerning the 
development Director's role and proper goals; 

2. Lack of a clear cut job description; 

3. Lack of clear direction on the part ot the paster, principal and/or 
board of education; 

4. Lack of proper training; 

5. Salaries which are too low, with no realistic consideration of the 
market, 

6. Salaries which are too high, making them out of line with those 
of other admini native or teaching personnel, thus creating in- 
ternal problems. 

SOURCES OF DEVELOPMENT 
DIRECTORS 

The question is often asked, "Where should I look for a director 
of development?" Effecti /e development directors in Catholic schools 
have come from many sources. Among these are: 
1. alumni and parents. These persons are most familiar with and 
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usually most dedicated to the aims of the school. 

2. the faculty of the school. Do not forget to begin at home. If some- 
one can be found that already Knows and understands the school's 
mission and goals, so much f Lr better. 

3. othe: Catholic schools either *nside or outside the diocese. Often 
family or other personal reasons make a change of location 
necessary. 

4. social agencies, such as the Boy Scouts, Girls Scouts, Red Cross, 
Salvation Army and charitable organizations. Retired CathoJ^ 
business people who have a background in 'chis type of relate a 
work are often anxious to be doing something. They are excited 
when asked to be of help to the school. 

5. the armed forces. A good souice for experienced and able people 
can be found here. 

UNDERESTIMATED COMPONENTS 

Three often underestimated components of the development pro- 
gram are planning, public relations and recruitment of students. The 
tradition of commitment to education in the church mandates a com- 
mitment by pastors, principals, and others to continuing education 
within the church ministry. The earlier commitment of people's time, 
talent, and financial resources demand in justice that those current- 
ly in parish positions use development tools to enhance educational 
programs. 

STRATEGIC PLANNING 

Pastors, principals, school board members and others intereoted 
in a Catholic school should ask themselves what is the status on long- 
range planning at their parish school. They should know how recent- 
ly the long-range plan has been made, if indeed one is in place, and 
whether the current plan is on schedule. If no plan exists une nee^s 
to be created. Any existing plan should be reviewed and brought 
up to date. 

Chances are there is a plan scriiewhere to do something. Planning 
has been on the agenda for decades. While longer planning periods 
were popular some time ago, it has recently been more practical to 
have a 5-year plan and to bring it up to date at the end of each fiscal 
year. 

The problem in Catholic schools today is that much earlier plann- 
ing was don? for the purpose of building new buildings, building 
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new faculty and implementing new programs. During the 1960's, 
a period of rapid growth, planning nainly consisted of balancing the 
annual budget and putting on some f ort of fund-raising event to cover 
any short-fall that existed. Many pa ishes had such a corporate com- 
mitment to educate their children that they often charged dj tuition. 

STRATEGIC AND COMPREHENSIVE 
PLANNING 

During this time of limited enrollment possibilities, increased com- 
petition for students and financial support, and aorupt changes in 
tne environment and in clientele, planning is more crucial than ever. 
Schools need to follow the lead of business and industry in embark- 
ing on conprehensive and strategic planning. 

John S. Toil, President of the University of Maryland, characterizes 
strategic planning as concentrating "on the changing environment 
surrounding one's institution as much as it pays attention to inter- 
nal hopes and needs. It analyzes the threats ana opportunities from 
the emerging demography, technology, economic and financial 
trends, political and lega developments, international conditions, 
and the concerns for changing -dues and quality of life. It matches 
departmental and collegiate wish lists with the probable realities of 
the society that universities hope to serve. Strategic planning tries 
to find an appropriate strategy for forward movement and success, 
consistent with faculty initiative and goals." 2 

PLANNING FACILITATES ACTION 

Whether it goes by the name of an educational long-range plan, 
or a master plan for institutional advancement, or strategic plann- 
ing, or a blueprint for the future, the bottom line is a program of 
action to achieve the full potential for service of educational efforts. 
In fact, one of the meanings which Webster lists for blueprint is "a 
thoroughly plotted and coordinated program of action." 
Such action can be assured, however, only when: 
The planning is genuine and not just a back drop for fund 
raising. 

The planning concentrates not only on internal goals and 
desires, but also on the changing outside environment, on 
hi- man factors, on shifting markets, on society's requirements 
and expectations, and on the resources possible and available 
to the school today. 
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The planning is concerned with ideas and ideaL, not just 
dollars. 

The planning is done by the entire institution, not just the 
administration. 

The planning gives many parts of the sc v ^ol, administration 
faculty, staff, alumni, parents, studc:, , community, and 
church leaders, an opportunity to work together. As President 
Toll said in Change, "Planning is a process of changing the at- 
titudes, behavior, and work hf bits of people as much as it is 
a matter of cognitive ingenuity end shrewdness." 

T K e planning becomes part of the "Case for Support" of the 
school. 

An organization of volunteer workeis is built which can 
understand, interpret, and market the institutional plan or 
blueprint to the key publics. 

Strategic planning involves the entire institution, not just the ad- 
ministration because strategic planning or blueprinting requires total 
institutional study and analysis, many offices and groups must be 
involved. 

Strategic planning in the parish school should be: 

• Authorized by the Board of Education. 

• Initiated by the administrator, with full approval and cooperation 
of the pastor. 

• Referred to the board of education for approval of the general pro- 
cess of planning. 

• Piepared by the administration, faculty and staff. 

• Reviewed by many publics of the institution, including faculty, 
key leaders of the parish community, parenis, as well as board 
of education and advisory boards. 

• Approved in its final plan by the administration and board. 

• Utilized by the development office with the help of volunteers to 
obtain financial support for the ideas, concepts and programs that 
the plan embraces. 

THE INSTITUTION'S CASE STATEMENT 

Once a consensus has been reached on the institutional plan, a 
case statement can be drawn up for use in communicating the plan- 
ning, the institutional mission, and the programs and resources 
necessary to enable the institution to survive and fulfill its potential. 

Most institutions today have or are working on "case statements." 
However, if the planning has thoroughly examined and considered 
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the institution's markets, the opportunities and limitations present 
in today's environment and climate, future trends anH how they will 
affect the school, the school's mission and thrust in tne light of its 
purpose, resources, and the understanding and support it can ob- 
tain, then the case statement can be a brief and clear statement about: 

The institution's mission, what it means to its community and con- 
stituencies and to all of society. 

The programs of the institution and the directions the institution 
will take in the light of today's environment and trends to realize 
its aims. 

The resources necessary to enable the school to maintain its pro- 
grams, fulfill its aims, and serve society. 

The importance to society of reaching the goals set by the school. 

The results of strategic planning and the statement of the case for 
support of the school's mission and programs should be written and 
distributed in a concise, clear version to the institution's key publics. 

Plans do no good if they ^re allowed to smolder in the files. They 
must be communicated. a nould be part of the strategy of 
strategic planning. 

PUBLIC RELATIONS 

Many Catholic school and parish administrators come to the prac- 
tice of planning from sheer necessity. Prior to Vatican Council II 
many went along according to the old pattern in the church. It was 
a boom time in Catholic education. There were no perceived public 
relations problems. Enter the Counril as well as many of the social 
and economic uprisings in the United States and it became a very 
different v/orld. 

In the new reality nothing moves, or improves, or has money spent 
on it unless it is documented. Planning for public relations is not 
easy work. Only a quiet rigorous exercise will assure arrival at a 
public relation* >lan that fits your particular needs, a brief radio 
announcement *.*re and several newspaper reports there about a 
school will not begin to convey to the community the goals of a local 
Catholic school. 

A plan is a predetermined course of action. Planning is an intellec- 
tual process. It is a product of some degree of creative thinking on 
the part of the planners. Any worthwhile plan: 

involves the future; 

involves action; 

involves an element of personal or organizational identification; 



involves consensus and approval; 
involves provisions for evaluation. 

There is a distinction between a plan and a policy. A policy is a 
genera! guide to future decision-making intended to shape those deci- 
sions to maximize the contribution to the goals of the enterprise. A 
plan should fit with the guidelines of a policy but it is not policy. 

The golden rule of pi* ^ning is this: a planner accomplishes nothing 
until he or she communicates with and gains consensus from those 
persons who must approve the plan and those who muu implement 
it. 

Communication is the process of conveying meaning, including 
all of the procedures by which one mind affects another, choice of 
words, tone and volume of voice, and eye contact. 

The critical first step in planning is an effective public relations 
program. Quite frankly, this is where the first good, honest sweat 
comes in. The development director must be willing to work to come 
up with a "statement of mission." A "statement of mission" describes 
what a person is trying to do and why that person is trying to do 
it. Why are they trying to do what he or she is trying to do? The 
next step is "priorities" within that mission — and these are best 
looked ai in short-range fashion. They should be flexible and able 
to change as the situation changes. 

Here is a sample statement of priorities. Priorities are those tasks 
*Iiat are chosen for one of two reasons: they are the most important 
things to do - or they are the things that are most accomplishable 
at a specific time. All priorities ever established should further the 
mission of your office or operation. 

The benefits of a statement of mission and priorities are numerous. 
A statement of mission: 

1. Aids in explaining what to do and why you do it. 

2. Helps explain what not to do and why. (Helps ward off persons 
who come with ideas that do not fit what is being done or why 
it is being done; or that fit the "mission" but not the set of 
"prior:*ies" under which the project is functioning.) 

3. Can aid significantly in securing adequate staffing and budgeting 

4. Keeps focusing, thinking and acting on target and serves as a con- 
stant check. 

Once a person has struggled and successfully gotten down on paper 
a "Statement of Mission and Priorities," that person is ready to con- 
sider the more concrete steps of an effective public relations plan. 

The next steps are: 
1. Defining target audiences— 
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a. Who must be reached with news and information and other 
public relations strategics? 

b. Why do you want to reach those particular persons or 
organizations? 

c. What action do you want your target audiences to take? 

d. What actions will indicate that your target audiences have taken 
the desired action? 

2. Defining themes— 

a. What message or messages do you want to transmit to your 
target audiences? 

b. What are the most important facts »n your message that need 
constant repetition so as to make a lasting impact on your target 
audiences? 

3. Defining methodology— 

a. The message or messages you wish to deliver highlighting the 
themes you wish to stress must be delivered to the target au- 
dience in a way that elicit the response you desire 

b. Decision on forms of media best suited to deliver selected 
message to selected target audiences. 

c. Decisions on other public relations techniques: 

1. Speakers' Bureau 

2. Editorial Board visits 

3. Op-ed page pieces 

4. Background sessions 

4. Evaluation-The answers to four basic questions can help you 
determine the degree of success achieved by your public relations 
plan: 

a. Did I aim at the light targets-tbe persons or organizations I 
wanted io influence? 

b. Did my message suit my taiget audience? 

c. Did I use the right delivery system? 

d. Did my target audience or audiences do what I wanted it or 
them to do, indicating that my strategy had paid off? 

The most important fact about this plan is that it can be used as 
an umbrella p'>n'' to guide everything being done, and it can be 
miniaturized to fit any particular public relations project you 
undertake. T he best public relations plan ever devised will be wor- 
thless unless it is approved by one's superiors and it is truly adopted 
and rouowed by those who have to implement it. Planning for public 
relations ,s best carried out in a group setting where true profes- 
sionals of equal training, ingenuity, and creativity can freely ex- 
change ideas. It is important to get one's superiors to "sign off" on 
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the plan, and it's a good idea to update them on the plan's progress 
personally or by memorandum. No public relations plan is going to 
succeed unless there is a commitment both to the organization for 
which the plan is devised and to the plan itself. 

RECRUITMENT 

No school can operate without students. Yet many Catholic 
elementary an^ secondary schools do not have an active recruitment 
program. In communities which have multiple Catholic schools a 
joint recruiting program should be considered. For people not closely 
tied to the Catholic Church, it is difficult to understand the in- 
dependence of some Catholic schools. 

An effective admissions/recruitment program is 2 first step 
towaid the viability— or to put it bluntly— survival of the school in 
the li 80's. Recruitment is part of the school's overall program for 
its advancement. Just as important as effective fund raising and 
public relations is the admissions program. 

A successful recruitment program which meets its goals each year 
helps the school: 

move toward its full potential for service; 

fulfill the educational aims for which a was founded; 

maintain and enhance the quality of teaching and learning; 

maintain high school morale especially among staff and students; 

improve relations with the publics on which it depends for support; 

balance its budget without which no school can long endure. 

No program in the school so directly and immediately influences 
the life of the school than a successful— or unsuccessful— recruitment 
program. It is vital for a school to examine, evaluate and revise as 
necessary its efforts to obtain the kind and number of students it 
needs. 

The pastor, principal, and perhaps a committee of the board of 
education may want to be part of the evaluation process for recruit- 
ment. They will evaluate: 

• which goals were met and which were not, especially in regard 
to grade 1 and grade 9 entrants, (returning students and transfer 
students would also be considered); 

• the effectiveness of those people who were actually involved in 
recruiting, whether paid or volunteer; 

• individual activities which were mourled for recruitment, I.e., 
school visits, mail pieces, radio and t\ advertising, etc.; 

• support received from various administrators ot parish and school; 

• support from faculty and students; 
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• support from volunteer groups; 

• the program being marketed 

a. academic program 

b. student activities including parish and liturgical involvement 

c. physical plant 

d. othci factors-i.e., tuition, fees 



A FINAL WORD 

In a recent brochure announcing a development fund gift plan for 
Cardinal Newman High School, Most Reverend Mark J. Hurley, 
Bishop of Santa Rosa, California stated 'the chauenge for the future 
is clear: a development program is essential for survival." Time is 
a finite commodity in each Catholic community. For whatever 
reasons we have allowed the quality of our stewardship to lag in 
recent years. Catholic schools do not now have an infinite amount 
of time in which to reverse this back-sliding. 

Unless the demands of justice are soon realized through com- 
prehensive development efforts, Catholic educational institutions will 
be at a distinct disadvantage. Many of them may not survive such 
a period. Catholic schools and parishes are a major wuy the church 
preaches .he gospel messap . The message deserves the best possi- 
ble delivery system that can be made available. 



SUMMARY 

1. Justice demands that obligations are the basic claim of rights. 

2. Development is defined as total effort. 

3. Development is quite different from fund raising. Each activity 
as a propei place, but should not be confused with the other. 

4 ^ e t Vel0ptT1ent P ro S ram is a dynamic and gradually emerging 

5. Development activity should be the responsibility of one staff 
member. This is not to say mat others are not involved in much 
of the work. The development officer should not be the chief 
operating officer, whether th ; s is the pastor or principal. 

6. A competent development officer comes with definite 
qualifications. 

7. Successful development programs in schools show evidence of 
thorough planning, public relations and recruitment of students. 

8. Strategic planning is the heart of any parish development program 
Planning today differs from that of the 60's and needs to be not 
only strategic but also comprehensive. 
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9. The benefits of a statement of mission and priorities are numerous. 



FOOTNOTES 

Material p-esented in this chapter has been adapted from ideas 
and concepts on development presented in various issues of the 
Bulletin on Public Relations and Development for Independent Schools 
published by Gonser Geroer Tinker Stuiir, Chicago, II. For some time 
Dr. Robert Stuhr, a partner in the firm, has been guiding national 
efforts tc bring development to American Catholic elementary and 
secondary schools. 

Robert L. Stuhr, Bulletin ok Public Relations and Develop >ent for 
*u^ r ~ndent Schools, Gonser Gerber Tinker Stuiir, Chicago, II., June 
1982, p 1. 

2. This material was first presented in Pastor , Development Newslet- 
ter, Vol. 1 No. l r May 1984, published by National Catholic Educa- 
tional Association. 

SUGGESTED READINGS 

Bulletin on Public Relations & Development for Independent Schools. 
A bi-monthly publica* m, free for princioals and chief development 
officers., Gonser Gerber linker Stuhr, Chicago 

Burke, Richard J., Understanding and Implementing Development, 
Development is much more than fund raising. Development includes 
understanding, commitment, involvement, planning, a statement of 
the case and funding. This publication presents practical suggestion? 
which are now succeeding !n numerous Catholic institutions., Na- 
tional Catholic Educational Association, Washington, D.C., 1984. 

Burke, Richard J., Richard A. Fenchak, James A. Haudan, George 
Hofbauer, John A. Thomas, '.nd Robert J. Yeager, Elementary School 
finance Manual This volume treats key financial areas that are the 
responsibility of the Catholic elementary school: Daily Financial 
Operations; The Annual Budget; Tuition; Long-Range Planning; 
Fundraising, and Steps loward Development. It offers many ex- 
amples of ready-to-use forms., National Catholic Educational Associa- 
tion, Washington, D.C., 1984. 

Butler 7rancr J , and Catherine E. Farroll, Foundation Guide for 
Religious Grant Seekers, Second Edition, This new edition of a stan- 
dard classic is a must for anyone seeking assistance from rounda 
tions., Scholars Press, California, 1984. 

Campbell, Cathy, SP, Public Relations. Planning and execution of 
a successful Public Relations program are essential to the success 
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of Catholic institutions. Public Relations is made easy with the steps 
detailed in tnis booklet, which gives methods for use with all t/pes 
of media and with all sizes of audience., National Catholx Educa- 
tional Association, Wash ; ngton, D.C., 1984. 

Cutlip, Scott M., and Allen H. Center, Effective Public Relations, 
Fourth Edition. One of the standards upon which public relations 
is built. Prentice-Hall, Inc., New Jersey, 1982. 

Greenleaf , Robert K., Servant Leadership. A valuable bock for those 
interested in new models of leadership based on gospel values. Ques- 
tions the transfer of industrial models to not-for-profit institutions. 
Paulist Press, New York, 1977. 

Jarc, Jer y A., and Robert L. Stuhr, Annual Fund— Estate Planning. 
\ comprehensive book filled with practical suggestions helpful in 
two major development areas. The Annual Fund Drive and the 
establishment of an Estate Planning Program can succeed by follow- 
ing the steps outlined by two nationally accaimed authors., National 
Catholic Educational Association, Washington, D.C., 1984. 

Whelan, Donald J. (ed.), Handbook foi Development Officers of In- 
dependent Schools. The book offers a sample of the many skills that 
Catholic schools might learn from independent school practice. 
Council for Advancement and Supoort of Education, Virginia, 1980. 

Yeager, Tjbert J., The Case Statement. How to use institutional 
ohilosophy, mission, long-range plans, programs, effects on the 
broader community and resources as the basis for making a Case 
Statement. Outlines and detailed suggestions to be used in the con- 
struction of a Case Statement. National Catholic Educational Associa- 
tion, Washington, DC, 1984. 
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CHAPTER VII 

COMPREHENSIVE 
DIOCESAN PERSONNEL 

POLICIES 

by 

Lois King Draina EdD. 



Lois Drama has been involved in Catholic education for over 23 years 
u ■ a teacher, elementary and secondary principal, and as superintendent 
in the Diocese of Richmond, Virginia. While superintendent, she helped 
the diocese establish comprehensive personnel policies. She completed her 
doctoral studies in education in the areas of management and perconnel. 

INTRODUCTION 

The teaching mission of the Catholic Church is competently serv- 
ed by the persons who minister in Christ's name. Their response 
to the nandate to preach the gospel message brings theii sense of 
ministry within the church to fruition. Their spirit of service 
engenders a dedication which moves far beyond the more pedestrian 
understanding of "one's job." Finally, a minister within the church 
consistently seeKs way* tr teach and to prophesy in response to the 
call of the gospel: 

There is a va/iety of gifts but always the same spirit; there 
are all sorts of service to be dene, but always the same Lord; 
working in all sorts of different ways in different neople, it is 
the same God who is working in all of them . . . .One may have 
the gift of preaching with wisdom given him by the Spiiit; 
another may have the gift of teaching given frm by the same 
Spirit. . . .all these are the work of one and the same Spirit who 
distributes different gifts to differem people as he chooses. 

(ICor 12:4-11). 

Two basic principles are operative and pervasive throughout 
Catholic social teaching: the inherent dignity of the human person 
and the idea of the common good. The Second Vatican Council stated 
emphatically that ". . .the beginning, the subject, and the goal of 
all institutions is and must be the human person." 1 Common good, 
understood within church tradition, is ". . .not so much the sum- 
mation of the goods of individual citizens as it is a set < f social con- 
ditions which facilitate human development It stands as a call 
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to responsibility whereby we are all required to work for the general 
welfare of the entire family." 2 

Herein lies the challenge, then, for both employee and employer 
as together the/ form a work-bond and meet personal and organiza- 
tional goals and objectives. Herein lies the challenge to model to the 
public sector the abiding principles of personal liberty and justice. 
Herein lies the challenge of producing a comprehensive, clear, con- 
cise, and public delineation of policies regarding the rights, benefits, 
and responsibilities of both employee and employer. And herein lies 
an answer to the full development of a minister within the church. 

CHURCH DOCUMENTATION 

In 1971 the Synod of Bishops published Justice in the World. It 
presents a fundamental challenge to the understanding of the con- 
ditions of the world of work. The church preaches that work itself 
is inherently tied to social justice principles and to making life more 
human. 

While the Church is bound to give witness to justice, she 
recognizes that anyone who ventures to speak to people about 
justice must first be just in their eyes. Hence we must under- 
take an examination of the modes of acting aiid of *he posses- 
sions and life style found within chc Church itself. 

Y'ithin the Church rights must be m -served. No one should 
be deprived of his ordinary rights because he is associated wi'h 
the Church in one way or another. Those who serve the Church 
by their labor, including priests and religious, should receive 
a sufficient livelihood and enjoy that social security which is 
customaiy in their region. Lay people should be given fair 
wages and a system of promotion. We reiterate the "ecominen- 
dation that Jay people should exercise more important func- 
tions with regard to Church prof arty and should share in its 
administration. 3 

In Laborem Exercens (On Human Wvk), Pope John II links closely 
the notion of personhood and work: 

Man has to subdue the earth and dominate it, because as the 
"image of God" he is a person, a subjective being capable of 
acting in a planned and rational way, capable of deciding about 
himself, and with a tendency to self-realization. As < person, 
man is therefore the subject of work. As a person, he works, 
he performs various actions belonging to the work process; in- 
dependently of their objective content, these actions must all 
serve to realize his humanity, to fulfill the calling to be a per- 
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son that is his by reason of his very humanity. 4 

According io Father Donald McCarthy in his Catholic Vision of 
Work in the World,* the Catholic view of workers is one that "exalts 
the inestimable dignity of the human person, gifted with knowledge, 
conscience, and Ireedom by the Creator, and seeking the common 
good through social structures and relationships. The significance 
of work in the Catholic tradition ij found in the fact that man is the 
subject of work ... In this view labor belongs not to the state or to 
capital, but to the worker, whose individual wealth it is." 

It is true that employment in a church-related institution, such as 
a Catholic school, raises issues not present in the typical industrial 
or commercial setting. Additionally, Catholic schools serve human 
needs and have always been church and tuition-supported institu- 
tions, characterized by a non-profit status. The majority of employees 
are now lay. At the same time that the institution called Catholic 
school maintain* its truly religious dimension and its concern for 
the education of the whole child, some of its efforts must necessari- 
ly turn inward toward those who make these lofty goals a rsality. 

Employees in the "Christian community" share profoundly in the 
church's teaching mission. Social justice to all is the norm. Social 
encyclicals and m adates address dimensions of work life that com- 
mercial and industrial enterprises lack. Employees' needs and 
employees' rights are now more than ever in the forefront of cur- 
rent church dialogue. 

Maintaining the Catholic institution's integrity while caring for and 
dignifying the rights and responsibilities of every worker within the 
institution calls for some new answers. Theological traditions, social 
encyclicals, or a reemphasis of the institution's mission cannot alone 
provide adequate solutions to the complex labor -management ten- 
sions inherent in human interactions, particularly in the workplace. 

Creative thought might direct the Catholic educational institution 
to look toward a collaboratively and comprehensively designed set 
of policies and procedures that consistently and clearly benefit both 
the institution and the -rsons employed therein. 

COMPREHENSIVE PERSONNEL 
POLICIES 

Comprehens personnel policies within a diocese or within a 
school system 

i. recognize all men and women whose ministries have been therein 
authorized; 
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2. establish statements governing the hiring and just and equal treat- 
ment of all employees of the diocese or of the system, which would 
include competitive living wages, benefits and retirement com- 
mensurate with education, competency and job requirements; 

3. clarify roles, relationships and lines of authority and 
accountability; 

4. make public the lights and responsibilities of both employer and 
employee within the institution; 

5. systematize and organize the potentially complex inter-relatedness 
of labor and management; and 

6. accomplish their purpose in light of the social teaching and 
the traditions of the church. 

DEVELOPING EFFECTIVE 
POLICIES 

From a g<. aeral perspective, comprehensive personnel policies 
must be characterized by the following "effectiveness factors." 

1. Personal Ownership: Every employee, from custodian to classroom 
teacher to superintendent to bishop, must take personal owner- 
ship of a manual of personnel policies. Each should assist in the 
development and implementation of policies and, most critical- 
ly, maintain a clear understanding of rationale and related policy 
procedures. 

2. Wide Consultation: Both management emd labor have the light and 
responsibility to participate in the development of personnel 
policies if they are to be truly reflective and representative. Broad, 
multi-level, and objective c sultation processes are critical. 

3. Review of Existing Document: er the years, most institutions have 
accumulated a number of somewhat unrelated but significant 
policies pertaining to personnel. The collation and agreement on 
these existing policies into a new, more co prehensive and 
systematic document is essential. Previously re Agnized benefits 
must be dealt with fairly and sensitively within the new process. 

4. Legal Assi tance: Competent legal advice must be sought 
throughout the process, including the process of compilation of 
existing policies and the development of new, more comprehen- 
sive policies. This is particularly important in the areas of affir- 
mative action, contracts, termination, grievance procedures and 
other related matters. 

5. Format: It is the uniqueness of an individual system that will dic- 
tate format of a policy manual. Obviously, there is no one cor- 
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rect way. Policies, however, should be clear, well-defined, con- 
cise, well-organized, and readable. Grouping related items in con- 
secutive sections is one way. Another would be simply to write 
pol ; jy by policy, perhaps in alphabetical order. A suggestion 
would be to poll employees and supervisors to determine an ac- 
ceptable format. One approach would be to prov de the finished 
product to those involved in a loose-leV ier in order to facilitate 
periodic manual revision. 
5. Leadership: Key to keeping the proje; ' moving and to bringing it 
to completion is to name a 10-12 member steering committee or 
task force. The critical yet time-consuming function of the 
representative group would be to facilitate and monitor the pro- 
ject to its completion, being cognizant of the key areas of (a) broad 
participation and (b) the vision of the system as it relates to its 
personnel. The chairperson of this task force would have the 
overall responsibility of supervising the task to its effective 
conclusion. 

7. Style: Any document relating to personnel should be com- 
municative, personal, and based ^n a clear understanding and ap- 
preciation of what ministry within the church is about. 

8. Revision: Provisions for annual or biannual revisions or updates 
should be obvious within the document. Employer and employees 
must realize that policies are not eternal, but dynamic and based 
on continual new approaches to good labor-management relations. 

PERSONNEL POLICIES OUTLINE 

The National Association of Church Personnel Administration has 
made an excellent contribution to the field of church personnel ad- 
ministration by the public on of Lay Personnel Policies by Sister Bar- 
bara Garland, S.C. 6 This manual is written to assist in the develop- 
ment of policies which affect lay personnel who join in the services 
of dioceses, congregations, agencies and institutions and whose 
primary aim is the furtherance of ti e gospel message. 

For purposes of clarity and with the permission of Sister Barbara, 
the suggested comprehensive personnel policies outline stated in her 
text is presented here. The indicated headings are suggested for in- 
clusion in any comprehensive personnel manual. 

Section A: Preliminary Materials: 

Introductory materials to a comprehensive personnel policies 
manual should include a letter or wo'ds of greeting from the major 
employer, a clear statement as to whom these policies apply, 
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statements from church documents emphasizing social justice dic- 
tates, and certain general, more global policy statements not distinctly 
unique to the institution being described. 

It is important to note that non-profit organizations whLh are not 
recipients of public funds, such as schools or other church-related 
institutions, may apply for exemptions from certain civil labor 
organizations. However, Canon 1286 in the Code of Canon Law 
reads: 

Administrators of Goods: 

1. in employing workers should also observe with exactness the civil 
laws which concern labor and social life, according to *he prin- 
ciples handed down by the Church; 

2. should pay those who work by contract an equitable and decent 
wage or salary so that they may provide appropriately for their 
needs and those of their families. 7 

It is obvious that overall just and equitable approaches to the ques 
tion of personnel policies should permeate any specific, unique ap- 
proach to personnel matters within a specific system. 

Section B: Employment Categories, Procedures for Hiring 

The purposes of this section are to: 

1 . provide employees with a definitive, clear description of how and 
where they fit within a particular personnel system. This might 
relate to benefit eligibility, definition of full and part- time employ- 
ment, concise definition of position/function, definitions of pro- 
bation, promotion, transfer and removal. 

2. provide employees with procedures for hiring, for applying for 
other jobs within the system, and all other information related 
to the hiring process. 

Section C: Working Conditions, Salary Information 

This section would include very specific information related to the 
daily operation and routines carried out within the system. It might 
include working hours, dress codes, lunch hours, coffee breaks, over- 
time, pay periods, payroll deductions, dates of salary increments, 
compensatory time provisions, etc. From this breakdown it is ob- 
vious that Section C is basic to smooth organizational routines, for 
it so closely impinges upon the work day and the work environment. 
A work environment characterized by fair play, consistent enforce- 
ment of policy and respect for each individual realizes effective, pro- 
ductive and satisfied employers and employees. 

Section D: Benefits 

This section should deal very carefully and precisely with 
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such as vacations, holidays, medical/personal leave, education 
benefits, and leaves of absence. In addition, total benefit plans, such 
as health insurance, retirement benefits, worker's compensation and 
unemployment insurance, should be specified. 

It is important to note that in this category it is critical that specifics 
be carefully spelled out. Maternity leave, for example, should detail 
length, notice to employer, relationship to basic sick leave, disabili- 
ty insurance, etc. A distinction between personal and s' . days is 
appropriate as is specifying how many such days may accrue from 
one year to another. 

In this category, as well as in Category C, careful adherence to 
federal and state regulations for the rights of employees must be the 
norm. 

Section E: Job Performance and Review 

This imoortant section deals with employee supervision and 
evaluation a ad related conditions of job performance which are 
essential to carrying out the work of the diocese or institution. 

3ecause this section deals with the growth and development of 
the employee and with the growth of the relationship between the 
supervisor and the employee, it should be given particularly careful 
and clear consideration. It should be stated at the outset that every 
employee has the right to an evaluation which should be construc- 
tive and productive. 

It is of considerable importance to follow carefully effective per- 
formance appraisal and review principles and techniques as outlin- 
ed in contemporary business management manuals. 

It is interesting to note that work is currently being done on coor- 
dinating the job description design with the annual evaluation in- 
strument. This technique is particularly effective with ministers 
within the church f or it clearly delineates specific job responsibilities 
within a organization without losing either the institution's or the 
individual's charisms. A example of this technique i« the Manage- 
ment by Development design, developed by Robert North* within the 
teaching profession. Merit pay, teacher career ladders, teacher in- 
centive plans, are all related to performance appraisal. Thr correla- 
tion has advantages in that the evaluation has a distinct impact on 
differential wage increments. 

All facets of job performance and review need thorough 
investigation. 

Section F: Termination Procedures and Grievance Procedures 

Resignation, reduction-in-force, reorganization, or unsatisfactory 
job performance are all reasons for termination. 
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Termination procedures should be just, fair and impartial. All 
details related to termination and the appeal process should be clearly 
defined so that the rights and responsibilities of employee and 
employer are safeguarded. 

It would be understood that dismissal of an employee occurs only 
for serious reasons and only after sufficient and documented warn- 
ings to the employee about the reasons have been given. A grievance 
might occur when an employee felt unjustly treated and had grounds 
for complaint. 

In both instances, it is imperative that procedures be properly 
researched, carefully worked out, and objectively administered. Ir 
either case, it must be indicated who the binding party would be 
in such a decision. 

Section G: Administration and Review of Personnel Policies 

The comprehensive personnel policies manual should state 
definitely who is responsible for administering, reviewing and revis- 
ing the policies stated. Employee advisory boards or grievance review 
boards may also be appropriate. 

Finally, as a point of reference, display 7.1, compiled by Garland, 
contains a checklist of selected dioceses and other church institu- 
tions whose manuals contain the aforementioned sections/items: 
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COMPREHENSIVE PERSONNEL 
POLICIES CHECKLIST 



The task of writing a personnel policies manual is a tedious and 
challenging one. A comprehensive approach is necessary yet deman- 
ding. But in the light of the demands of social justice, the task is com- 
pelling and essential. 

In order to facilitate the process, an extensive checklist was 
developed by Michael Bechelii, Director of the Office of Religious 
Education for the Diocese of Richmond, Virginia. 9 Because of its prac- 
ticality and relevance, it is reproduced in its entirety here. 

Section A-Preliminary Materials 

1. Are the policies based on Church documents such as 

the following: 

a. Laborum Exercens 

b. Gaudiem et Spes 

c. Labor Day Statement 1981 USCC 

d. 1983 Revised Code of Canon Law 

2. Are both the employees and the employers identified? 

3. What distinctions in particular items of policy are made 

between and among the employee groups identified? 

4. Are the items stated as policy able to be upheld? 

5. Is it clear that contractual arrangements may occa- 
sionally differ from a given policy? 

6. Is a yearly review of the Personnel Policies and a 3 to 

5 year revision schedule provided for? 

7. Are all employees and administrators expected to 

receive a Policy Manuel? 

8. Would any employee be able to reasonably understand 

the policies? 

9. Is there a strong commitment on the part of the 

employer to execute the policies? 

10. Were pre-existing policies or privileges rescinded as a 

result of these policies? 

11. Were any benefits or policies or privileges rescinded 

as a result of these policies? 

12. If yes to Number 11, was a collegia] agreement or com- 
pensation provided? 

13. Were representative employees at all levels involved 

in the process of creating these policies? 

14. Are the policies in agreement or in conflict with other 
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related employer systems of the Diocese? 

15. Are all employees of the Diocese rovereu by these 

policies? 

16. Does the introduction state to whom these policies 

apply? 

17. Does the introduction contain a letter from the Chief 

Executive Officer such as the Bishop? 
18. Are general policy statements included from a broader 

base such ab Affirmative Action? 
19. Are individuals identified to whom questions about 

material in the handbook may be referred? 
20. Is a brief but comprehensive description given of the 

Diocese? 

a. Territory covered? 

b. Statistical data? 

c. Agencies? 

d. Organizational structure? 

21. Do the policies make an Affirmative Action statement 

or do they apply for exemption from labor regulations? 

22. Do the policies do less than what civil law requires (see 

the revised Code of Canon Law)? 

23. Is there an Affirmative Action Plan? 

24. Is there an Equal Opportunity statement? 

25. Is the Affirmative Action Plan referred to in a separate 

handbook? 

26. Are any provisions made regarding hiring of the 

handicapped? 

Section B-Employment Categories and Procedures for Hiring 

27. Are there different classifications of employees? 

28. Are the following terms defined: 

a. Permanent full-time employee? 

b. Permanent part-time employee? 

c. Hourly/temporary employee? 

d. Exempt/non-exempt employee? 

29. Are hirirg procedures outlined? 

30. Are hiring procedures within the system outlined? 

31. Are all agencies and departments expected to have the 

same procedure? 

32. Are new positions advertised internally before they are 

advertised externally? 

33. Is there an Affirmative Action Plan which is closely 

tied to the hiring procedures? 
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34. Are married couples allowed to work in the same of- 
fice, parish, or school? 

35. Is there a probationary period for new employees? How 

long? When do benefits start to accrue? 

36. Are there ai*; procedures for rehiring former 

employees? 

Section C-Working Conditions and Payroll Information 

37. Are employees expected to provide working conditions 

description for: 

a. Hours to be worked 

b. Summer hours/seasonal hours 

c. Dre,>s codes 

d. Use of telephone 

e. Lunch nuur/coffee breaks 

f. Other conditions 

38. Do the policies state payroll information such as: 

a. Times when employees are paid? 

b. Work time allowed to cash a pay check? 

c. Description/itemization of payroll 

deductions? 

tl. Dates for pay increments? 

e. How to change one's pay status? 

39. Was the State Labor Department contacted for copies 

of laws pertinent to the above? 

40. Were hours worked expanded by the policies or held 

by these policies? 

4 1 . Were holidays previously granted diminished by these 

policies? 

42. Is the work week defined? Lunch and break times 

defined? 

43. When is overtime paid? Are the rates described? 

44. Who approves overtime? Is assignment of overtime on 

the basis of seniority avoided? 
45. How are employees required to record their "sign-in" 

and "sign-out"? 

46. How are records maintained of hours worked by ' 'non- 
exempt" employees? 

47. Are procedures described for notification in th * event 

of snow-clearin 0 ? Are those who do come in paid more 
than those who don't? 

48. How are absences reported? 
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49. Are employees restricted regarding outside employ- 
ment? May e/empt employees serve as consultants? 

50. Are employees allowed to accept from ciients: 

a. Money? 

b. Gifts? 

51. Are there company parties, celebrations at which 
employee attendance is: requirec? 

52. What provisions are made foi gifts to employees for: 

a. Birthdays? 

b. Weddings? 

c. Service awards/retirement? 

53. How may employees be reimbursed for travel and 
other business related expenditures? 

54. Are exempt employees entitled to overtime pay? 
CS. May employees cash a payroll check during work 

Iiuuia.' 



Section O-Benefits 

S6. Are differer~es bet^ T n/among employee group- 
specified regardir ' Mieiits? 

5/. Is it stated whethei and to what degree the following 

are accruable from one year to the next? 

a. Holidays 

b. Vacation 

c. Medical 

d. Personal 

58. Is the period defined within which a year's vacation 

days ri'' be laKn? 

59. xS personal leav i defined? 

60. Are wagea paid during: 

a. Jury duty? 

b. Military duty? 

61. What days (if any) ire allowed for death witMn the 

family? 

62. Are "ramily" members defineu? 

63. When u *e leaves of absences permitted? 

Si. i ( ter a lc ve of absence, is it clear to whic* ob the 

employee will return? 

65 What is the maximum length of <* leave of absence? 

66. Are benefit plans specified for the following: 

a Health insurance? 

b. Retirement/pension benefits? 
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c. Worker's Compensation? 

d. Unemp'oyment Compensation? 

e. Other, such as disability 

67. When may a new employee begin lo take vacation? 

68. May an emp.oyee choose to work instead of taking 
vacation? 

69. Is there a maximum or minimum numbc" of vacation 
days which an employee may take at any one time? 

70. Are permanent part-time employees given vacation? 
71 Wil 1 accrued vacation pay ce given at the time of 

severance? (check state laws) 

72. Will a person on leave of absence accrue: 

a. Vacation time? 

b. Leave? 

c. Pe onal time? 

73. Are the employer's needs consider ui determining 
when an employee takes a vacation 

74. May personal time be accumulated? 
71 Are holidays listed? 

76. ..re enployer/employees allowed to take religious 
holidays without pay? 

77. What happens if a hoiid-y occurs during an employee's 
vacation? What pay is given for work on a holiday? 

78. How long must a new employee wait for .overage by 
group insurance, or foi investiture in ti.e retirement 
plan? 

79. Are handbooks for group health insurance and retire- 
ment available and mentioned in the policies? 

80. Is provision made for a Disability Leave of Absence? 
How is pregnancy leave related *o disability leave? 

81. Is the federal law requiring fetlowance for niilitar> leave 
or absence (National Guarc or Reserve) included? 

82. Is Wiere a statement regarding jury service which 
reflects local laws? 

83. Are there policies governing attendance at and defin- 
ing the following? For each category of employee? 

a. Seminars, symposiums 

b. Inservice meetings 

c. Hearings 

d. Classes 

84. To what extent are employees reimbursed for tuition 
and travel for the above items? 



Section E-Job Performance and Review 

85. Is confidentiality addressed regarding employee 

evaluation? 

f ;. Are health problems part of the job performance 

criteria? 

87. Is personal appearance part of the job performance 

criteria? 

88. When are employee's wages reviewed (anniversary of 

employment? other times?)? 
89. Are raises based on merit? or on other factors such as 

cost-of-living? 

90. When/how frequently are employees evaluated? 

91. V/hen are evaluations necessarily written? 

92. Are the :wo-fold purposes of evaluation emphasized 

(i.e. growth of individual and improvement of 
perforir'ance)? 

93. Are categories for evaluation addressed? 

94. Are any performance review forms provided? 

95 What role does the job description have in the perfor- 
mance review? 

96. Are there other criteria beyond the job description us- 
ed for evaluation? 

97. Are issues of chemical dspende.icy, alcoholism and 

other personally and professionally isruptive patterns 
of behavior addressed by an Emptoyee Assistance 
Program? 

98. What collection exists between performance review 

and merit pay? 

99. May/how will an employee's pay be reduced because 

of lateness? 

Section F-Termination and Grievance Prcccdu: £S 
100. Are reasons given for termination of imployment (i.e., 

resignation, fiscal constraints, staff reduction or 

reorganization, unsatisfactory job performance? 
101. How much notice is ejected of employee or 

employer for terminal agnation? 
102. May insurance p - continued in the case of 

resignation or terr u on? 
103. The necessity of at least one formal written warning 

of unsatisfactory penormance before termination 

included? 
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104. Is the principle of subsidiarity evident in the grievance 

procedure? 

105. Is the grievance procedure separated i.om the due 

process procedure? 
106. Are boih employee and employer equally represented 

in the grievance procedure? 

107. How i s severance pay determined? by seniority? 

10G. Is there provision for an exit interview? and are the 

exit interview purposes described? 

Section G Administration and Review of I ersonnel Policies 

109. Who administers the personnel policies? 

H°- Who reviews and revises the personnel puudes? 

11 1. Are employees from each of the groups represented 

on an advisory board or committee? 
112, Where is the employee's personnel record 

maintained? 

Ii3. How may an employee or others have access to the 

personnel file? 

ADVANTAGES 

It is safe to assume th aost institutions within the church, par- 
ticularly Catholic schools, function according to a clearly articulated 
and cooperathely designed phJosophy and mission statement. It is 
further understood that these standards and guidelines direct the 
behavior of individuals who work within a particular system. A set 
of comprehensive personnel policies givr-s substance, reality and 
credibility to somewhat lofty ideals. 

The advantages of developing and implementing a set of formal 
personnel policies are many. 

1 . The admiiistration of personnel policies is a clear example of prac- 
ticing stated pastoral and ethical values. 

2. The careful implementation of well-developed personnel policies 
facilitates decision-making. Very 'ittle guessing ensues. The use 
of personnel policies avoids the necessity of either an employer 
oi an employee having to make a "new" decision in every 
situation 

3. Personnel policies, if properly executed, ensure equitable, fair and 
oonsistert treatment to all who are employed. 

4. Person. policies eliminate ambiguity and facilitate the manage- 
ment fui ion. 

5. Worker's morale and resulting productivity is enhanced by the 
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communication function inherent in a set of personnel policies. 
6. In a set of truly "comprehensive," diocesan-wide personnel 
policies, one set of rules again emphasizes the one direction of 
educational minisay within the church. All who minister are 
treated equitably, whether they are school employees or parish 
staff. All ministers are valued and "collected" by common bond 
of faith and service. 



PROBLEMS OF PRACTICE 

The disadvantage or problems encountered in utilizing a set of com- 
prehensive personnel policies are normally encountered in the im- 
plementation phase. They maybe, however, the direct result of poor 
policy development or ineffective policy promulgation. 

For example, if the following ineffectiveness factors are allowed 
to be part of the development phase, the corresponding problems 
may occur: 



Factor 

1. Insufficient time allotted to 
develop truly comprehensive 
policies, cursorily written; 
gaps and omissions discovered 
"after the fact." 

2. Insufficient discussion allowed 2 
during development phase on 
policy issues conducive to a 
variety of positions; true con- 
sensus not a priority. 

3. Lack of clarity in development; 3. 
of definition between 
principle, policy and proce- 
dure 



Lack of understanding in 
development and promulgation 
stage as to exactly who the 
policies are written for and 
why policies were developed. 



Problem Encountered 

Continued irdividual and in- 
consistent interpretation of 
some critical areas of work. 



Certain segment of ministers 
could be opposed to specific 
policies and/o; to the move- 
ment. 

Individual interpretations lack 
clarity on part of employer and 
employee. Frustration ensues 
with countless interpretation 
questions. 

The understandable sense that 
these policies will not affect 
certain groups, that they 
pertain only, perhaps, to the 
religious men and women 
working in the church. Also if 
the proper pastoral and ethical 
dimensions of these policies are 
not clearly articulated, church 
workers may view them as op- 
pressive, burdensome, and 
signifying a lack of trust on the 
part of church hierarchy. 
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In the absence of either a personnel office or a personnel director, 
the successful utilization of comprehensive personnel policies 
seriously diminishes the chore of successful implementation The 
administration of the personnel function, when consistent, fair, and 
flexible, is the greatest asset to the diminishment of problems poten- 
tially encountered. Creative leadership in development and 
knowledgeable leadership in the implementation stage are key 
factors. 

Problems may also be encountered if the consultation is not allow- 
ed to continue through the implementation stage. Additionally, it 
should be continually reemphasized that the policies are dynamo 
flexible and procedurally subject to periodic revision. 

Comprehensive personnel policies may be a burden for smaller 
schools or parish staffs to administer Assistance in implementation 
should always be factored in for those groups in need of help. 

THE CATHOLIC SCHOOL 

This section is written for anyone who is involved in the teaching 
mission of the church. Clearly the emphasis r on Catholic schools. 
However, a set of "comprehensive" personnel policies, while 
touching each facet of school personnel questions, must necessarily 
speak in a more universal manner. Personnel policies, to be truly 
comprehensive, should embrace all employer-employee relation- 
ships, both religious and lay, within the diocesan churcn. Person- 
nel policies shculd not work merely to the benefit of those who 
minister within the Catholic school. 

Acting responsibly as employer and employee and work 
cooperatively toward a common goal of justice in the area of employ- 
ment is the challenge presented to everyone who ministers in Christ's 
name. The \>rtholic school, as a valued expression of the educational 
ministry of the church, should be at the forefront of modeling shared 
responsibility and freedom for all men and women who serve. 

SUMMARY 

1. The people who consistently and courageously answer the call 
to serve the educational ministry 0 f the cauich must be given the 
opportunity to fully develop as free and respec 3d human beings. 

2. Social justice principles and the establishment of the dignity of 
personhood and work permeate church te~ things and papal pro- 
nouncements. Employers' and employees' needs are currently in 
the forefront of "church personnel" dialogue. 
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3. Comprehensive personnel policies attempt in an orderly fashion 
to recognize and unify all ministries within the church. They also 
establish statements which uniformly protect the rights and 
responsibilities of all who minister within the church. 

4. Comprehensive personnel policies are effective only to the degree 
that (1) consultation. (2) collective and personal ownership (3) legal 
and technical advice, (4) style and format, (5) leadership at every 
stage, and (6) flexibility and a sensitive perspective are part of both 
the development and implementation stages. 

5. A comprehensive personnel policies manual should touch every 
dimension of boih the employer-employee relationship and the 
daily dynamics of the workplace. A good document is clear, con- 
cise, thorough and professionally presented to individuals who 
are affected by it. 

6. The advantage in using u of personnel policies are numerous: 
(1) social justice ideals are put into practice; (2) derision-making 
is facilitated; (3) fair anG consistent treatment of all employees 
is the norm; (4) communication and efficient supervision is 
realized. 

7. Problems may be encountered in utilizing comprehensive person- 
nel policies, particularly if the development stage is not properly 
planned and executed. A personnel office is essential to the ef- 
ficacious implementation of any personnel policies, particularly 
if the persons in this office direct!y responsible for the promulga- 
tion of policies have a sense of what it means to minister within 
the church. 

8. To be truly comprehensive, personnel polir js must encompass 
all ministers and ministries within the diocesan church. The 
Catholic school, because of its prominence and importance in the 
mission of education, can be an instigator of the movement toward 
justice and shared responsibility for all. 
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SUGGESTED READINGS 

In addition to the references previously identified, the following 
resources should prove beneficial in this area: 

All of the following are from National Association of Church Per- 
sonnel Administrators Resource Library, 100 E. Eighth Street, Cin- 
cinnati, Ohio 45202. 

Gehring, Jane. Personnel Management: A Manual for Parish Leaders. 
A hands-on manual for busy parish leaders and administrators which 
provides tools to assist them in their personnel related 
responsibilities. 

Han. son, Most Rev. Frank J. The Church as Employer Renewal in 
our Working Relationships. 1984. In this pastoral statement address- 
ed to the Diocese of Syracuse, Bishop Harrison states clearly and 
unequivocally his commitment to the church's teaching regarding 
justice for the worker by applying the principles stated in Ccnciliar 
and papal teachings to all who are employed and who serve as 
volunteers in the churcli of Syracuse. 

Kinsella, John. In Service to Church Ministers: A Brief Introduction 
to <he Ministry of Church Personnel Administration. Each chapter in 
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this excellent handbook summaries an important function of church 
personnel ministry. Chapter IV, Administrate 2 Functions, analyzes 
both information system development and policy formulation and 
planning. 

Kinsella, John and Garland, Barbara. Church Personnel Research 
and Planning. This practical guide illustrates step by step how pan- 
ning can be organized and carried out. In workbook format, it details 
review of current personnel situations, projection of resources, for- 
mulation of policy and priority positions, and the development of 
strategies in the final document. 

Other 

Dartnell, Inc. The Dartnell Personnel Director's Handbook. Chicago: 
Dartnell Corp., 1971. This book touches the general dimension of 
personnel administration. It ii a practical approach to the functions 
specific to management: policy, benefits, services, etc. 

Bureau of Law and Business, Inc. The Personnel Manager's En- 
cyclopedia of Personnel Policies. Stanford, Conn.: BLB, Inc., 1984. A 
complete "how-to" preparation handbook to write or revise a per- 
sonnel policy manual. This manual is not written from a chvrch 
perspective. 

Dartnell, Inc. How to Develop a Personnel Policy Manual. Chicago: 
Dartnell, 1977, 1983. This revised publication is intended as a work- 
ing tool for management to select those personnel practices and 
policies best suited to their company and tells how to plan, prepare 
and produce an actual policy manual. This manual is not written 
from a church perspective. 

Meltzer, H. and Nord, W R. Maying Organizations Humane and 
Products: A Handbook for Practitioners. New York: Wiley, 1981 . This 
book presents organizational behavior knowledge for use by those 
who deal administratively with people. It is a collection of essays 
touching a variety of issues pertinent to personnel policy 
development. 

Katr, Alan S. The Professional Personnel Policies Guidebook. Reading. 
Mass.: Addison-Wesley, 1983. A practical, hands-on document that 
will assist the practitioner in the development and implementation 
of personnel policies This text is not written from a church 
perspective. 
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